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This thesis begins by arguing that although we know that certain styles of leadership can 
contribute to the development of organizational commitment amongst employees, we do not 
know enough about how that happens. In particular, we do not know enough about the 
processes or mechanisms that mediate the relationship between leadership behaviours as 
antecedent conditions and the varying levels of, and types of, organizational commitment as 
outcomes. In addressing that lack of knowledge, the thesis establishes the central mediating 
role played by ways in which leadership can contribute to employee experiences of feeling 
self-determined which, in turn, contributes to satisfaction of three fundamental psychological 
needs: the need for autonomy, the need for competence, and the need for relatedness. 
The thesis then goes on to conclude that understanding how leadership can contribute to 
organizational commitment requires understanding the importance of, and the processes of, not 
only self-determination but also self-definition. At the deepest level of the thesis, it will be 
shown that although self-determination and self-definition are certainly not identical aspects of 
the self, they are mutually reinforcing and each is an essential requirement of the other: self-
determination involves and requires self-definition; just as self-definition involves and requires 
self-determination.  
To reach that understanding of how leadership can contribute to organizational commitment, 
and to reach the deeper conclusion regarding the co-constitutive nature of self-determination 
and self-definition, two stages of empirical research and analysis are worked through. The first 
stage involves quantitative methodology and the second stage involves qualitative 
methodology. Those two approaches to conducting research produce findings that are 





The author therefore contends that her work in this thesis contributes to and extends upon 
leadership theory and organizational commitment theory by identifying and articulating the 
processes which connect the two. In addition, the thesis makes a significant contribution to 
practice issues that confront organizational leaders and human resource management 
professionals by explaining the ways in which the author’s empirical findings and theory 























1.1 The Chapter’s Purpose 
This introductory chapter provides an overview of the thesis and a roadmap for readers to know 
where they are in relation to the entire thesis. The chapter then presents a set of four research 
challenges followed by the primary research question along with four sub-questions. The 
primary question and sub-questions are designed to address the four important research 
challenges. Although the research methodology will be comprehensively explained and 
justified in Chapter 3, this chapter nevertheless provides a preliminary account of methodology. 
To conclude this introduction to the thesis, the author presents a summary of her findings and 
contributions to theory and practice. 
It is a commonplace observation that organizations benefit from the committed behaviour of 
employees (Nohria et al. 2003; Mastrangelo et al. 2004; Kim & Mauborgne 2005). 
Unfortunately, however, some employees engage in unwilling and begrudging cooperation 
rather than willing commitment, and thereby retard or even sabotage the organization. Ideally, 
senior management are able to staff organizations with employees who are characterized as 
good ‘organizational citizens’ (Riketta 2002; Meyer et al. 2012a), who go beyond their formal 
job description to behave in ways that promote the effectiveness of the organization. Through 
a process which this research thoroughly explicates, committed employees internalize and 
identify with the values of the organization.  
Given the desirability of organizational citizenship, it is not surprising that a substantial and 
significant body of research has developed around the notion of ‘organizational commitment’, 
because employees who are committed to their organization are more likely to be good 





(2001) have constructed an integrative definition of commitment which is meant to distinguish 
it from related concepts such as motives and attitudes: “commitment is a force that binds an 
individual to a course of action of relevance to one or more targets. As such, commitment is 
distinguishable from exchange-based forms of motivation and from target-relevant attitudes, 
and can influence behaviour even in the absence of extrinsic motivation or positive attitudes” 
(Meyer & Herscovitch 2001, p.301). Defining organizational commitment is, however, not the 
same as understanding where it comes from.  
The author has identified four challenges that she considers need to be addressed through this 
doctoral level inquiry into leadership and organizational commitment. Those four challenges 
will be listed after this research has been placed within an illustrative practical context.  
1.2 Research Context: the Illustrative Example of Australian 
Manufacturing   
Historically, manufacturing has made a major contribution to Australian economic growth. In 
the 1950s,  manufacturing accounted for about 30% of Australian GDP - but Australian 
manufacturing has been in long-term decline over the last 50 years, due to many manufacturers 
moving offshore, which has resulted not only in a loss of national income but also has 
dramatically lowered employment opportunities. Today, Australian manufacturing accounts 
for less than 10% of GDP.   
Despite its declining contribution to GDP however, manufacturing is still one of the most 
important potential contributors to the development and growth of an innovation-based future 
economy. Manufacturing is considered to be one of the main sources of innovation in Australia 
and in spite of its decline is still responsible for 25% of all investment in Research & 
Development (Green & Roos 2012). Looking to the future, the Australian manufacturing sector 





economy. Like many other nations, Australia needs a major turnaround in manufacturing in 
order to not only improve productivity levels but also develop the flexibility needed to respond 
to a continuously changing environment. 
A recent review of Australian manufacturing by Green and Roos (2012) argues that employee 
engagement in productivity-enhancing initiatives is the key to incorporating innovative 
strategies into manufacturing ‘workplaces of the future’. How though, can employee 
engagement be increased? Meyer et al. (1998) have already addressed this issue in a discussion 
of Total Quality Management and organizational commitment. They made the point that TQM 
can yield innovative products, but only if “employees ‘buy-in’ to the management strategy … 
and become involved in bringing about improvements”; and Meyer et al then argued that such 
involvement is more likely among employees who have high commitment to the organization 
(p. 86). Consequently, this author contends that further research into the factors that develop 
organizational commitment amongst employees could make a central contribution to the 
development of innovative manufacturing in Australia and elsewhere. Contributing to 
innovation in manufacturing is only one of many possible beneficial outcomes of increasing 
the levels of employee organizational commitment. The purpose of referring here to Australian 
manufacturing is to provide an illustrative example of at least one of the ways in which this 
author’s research findings could be converted into practical benefits. 
1.3 Research Challenges  
1.3.1 Research Challenge One: Identify the underlying mechanisms that contribute to the 
development of organizational commitment 
Meyer and Herscovitch (2001) acknowledge that considerable work remains to be done before 
we arrive at a clear understanding of the underlying mechanisms which develop organizational 
commitment in employees. They note that “investigators commonly examine correlations 





of why these variables should influence commitment (i.e. without identifying underlying 
mechanisms)” (p. 315). To address this problem, they recommend that future research should 
focus on antecedent variables which are chosen for their relevance to the processes outlined in 
their general model: “that is, rather than appearing like a “laundry list” as Reichers (1985) 
described it, research pertaining to antecedents of commitment should be organized according 
to their relevance to underlying mechanisms (Meyer & Herscovitch, 2001).  
This researcher has taken that recommendation seriously, and has asked which possible 
antecedents are most relevant to the processes outlined by Meyer and Herscovitch (2001). The 
answer incorporates the logic employed by Meyer and Herscovitch (2001) but significantly 
extends upon their general model. In brief, it is proposed that a set of leadership behaviours 
associated with Transformational Leadership (behaviours categorized as ‘idealized influence’) 
constitute the most relevant antecedent variables which contribute to the development of 
willing organizational commitment within employees, through the mediating mechanism of 
need satisfaction and the motivational processes associated with that need satisfaction.  
1.3.2 Research Challenge Two:  Take a heterogeneous formative perspective toward the 
construct of organizational commitment  
In their consolidation of previous research, Meyer and Herscovitch (2001) identify three 
commitment mind-sets: desire (affective commitment); obligation (normative commitment) 
and preservation (continuance commitment). Although affective organizational commitment 
has attracted a great deal of attention from organizational researchers (for instance, Philipp & 
Lopez 2013; Tse, Huang & Lam 2013) only a few researchers have taken into account the 
interaction effects of different forms of commitment - effects which have been conceptualized 
by commitment theorists as ‘commitment profiles’ (Meyer et al. 2012a). Gellatly et al. (2006) 
have argued that the way in which any form of commitment is experienced by an individual 





Meyer et al. (2012a), in testing the effect of context, have proposed and elaborated different 
commitment profiles which are intended to capture the varying high or low levels for each of 
the three forms of commitment: affective, normative, and continuance. They have found that 
profiles with high levels of affective and normative commitment - regardless of the level of 
continuance commitment - are associated with greater organizational citizenship behaviour 
which in turn is related to employee performance beyond his or her formal job description.  
This researcher contends that studies which concentrate on the role of affective commitment 
independently of other forms obscure the importance of the interaction effect of three-
component commitment. The fact that an individual can be attached to an organization through 
more than one mindset, and can experience more than one form of commitment simultaneously, 
needs to be included in attempts to understand and explain the relationship between various 
leadership behaviours and the development of positive employee discretionary behaviour 
(Meyer & Allen 1997). 
One way in which this research has contributed to organizational commitment literature is by 
taking a heterogeneous and formative perspective toward organizational commitment.  
Although many studies have been conducted to measure organizational commitment and to 
determine its antecedents, few researchers have employed the notion of a ‘commitment profile’ 
in their research design. This research has therefore employed a formative construct of 
normative and affective commitment, through the use of Partial Least Squares (PLS) in the 
analysis of quantitative data. 
1.3.3 Research Challenge Three: Explore the impact of neglected leadership styles on 
organizational commitment  
For several decades, considerable attention has been paid to transformational leadership and its 





considerate and less inspiring forms of behaviour associated with transactional leadership, do 
not develop organizational commitment amongst followers. Recently however, transactional 
leadership has also been positively linked to employees’ discretionary behaviour, proactive 
behaviour, and organizational commitment (Jackson et al. 2013; Breevaart et al. 2014; 
Chiaburu et al. 2014).  
Podsakoff et al. (2010) have referred to this previous focus on transformational leadership and 
the related neglect of research into transactional leadership as an “unfortunate consequence” of 
transformational leadership’s popularity. Podsakoff et al. (2006), perhaps surprisingly, have 
already shown that in some cases, transactional leader behaviour is actually more strongly 
associated with desirable employee outcomes than transformational leadership.  
Other research has shown that there are only minimal differences between the effects of 
transactional leader behaviours and transformational leader behaviours on some employee 
outcomes and at different hierarchical levels (Edwards & Gill 2012; McMurray et al. 2012; 
Chiaburu et al. 2014). So, if transactional leader behaviours do positively influence employee 
behaviours, how does that happen – which elements of leader behaviour are most significant, 
and what processes or mechanisms account for this positive influence? To explore the 
mechanisms which underlie the positive relationship between transactional leadership and 
commitment, this research has constructed and tested an explanatory model which surfaces and 
articulates the relationship between contingent reward leadership behaviour and organizational 
commitment.  
1.3.4 Research Challenge Four: Take a mixed method approach to researching leadership 
and organizational commitment 
Whereas quantitative methods focus on capturing the measurable relationship between 





of, individuals. The author contends that both quantitative and qualitative methods are needed 
for this research into the development of organizational commitment if we are to understand 
not only which factors make a contribution, but also why those factors make a contribution. 
Qualitative methods are of particular importance to gaining an understanding of exceptions to 
the general relationships discovered through quantitative methods. In effect, the author intends 
to use qualitative methods to understand respondents who are statistical outliers, and thereby 
use exceptions to probe the rule.  
1.4 Research Questions  
Primary research question: 
Given that previous studies have primarily focused on a single form of commitment in exploring 
the relationships between leadership practices and organizational commitment and given also 
that little attention has been paid to underlying mechanisms which connect leadership 
practices to organizational commitment – what new understandings of organizational 
commitment are made available by an investigation which explores the relationships between 
leadership practices and commitment profiles with a particular attention to underlying 
mechanisms? 
Subsidiary questions:  
1. In what ways if any, do the elements of self-determination theory - including 
satisfaction of psychological needs and associated motivation processes - 
explain the relationships between leadership practices and organizational 
commitment? 
2. In what ways if any, do findings concerning the ways in which need satisfaction 





and organizational commitment, differ in different cultural and industrial 
contexts – and how can those differences be explained?  
3. Why and how do some employees who do not see their leaders as 
transformational, nevertheless develop willing organizational commitment? 
4. In what ways could a deeper understanding of the factors and mediating 
processes that lead to the development of organizational commitment, provide 
insights that would assist practitioners to contribute to the development of 
higher levels of willing organizational commitment? 
 
1.5 Research Framework and Scope  
This study builds upon previous research into - and theories of - leadership practices, 
organizational commitment, and self-determination. One key extension of previous research 
and theory is the addition of cross-cultural and cross-industry dimensions. The goal is to 
develop both a causal model of, and a thick contextualized explanation of, the interplay 
between leadership practices and the development of organizational commitment. 
The research context used for illustration of practical value focuses on Australian 
manufacturing due to its critical role in responding to an urgent call raised for a major 
innovation-based turnaround in order to not only improve productivity levels but also develop 
the flexibility needed to respond to a continuously changing environment. To add cross-
industry and cross-cultural dimensions to the scope of this research one healthcare organization 
in Australia and one manufacturing organization in Australia were included in the data 
collection, along with a manufacturing organization in Iran. 
The healthcare sector was chosen for a cross-industry comparison because the Australian 





the healthcare and the manufacturing sectors are experiencing big changes in employment 
growth. They are positioned on opposite ends of the employment growth range with 462000 
jobs gained (2003-04 to 2013-14) in the healthcare sector and, conversely, 92000 (2003-04 to 
2013-14) jobs lost in manufacturing as shown in Appendix E (Australian Industry Report, 
2014, p.5).   
Given also the undeniable role that culture plays in shaping people’s perceptions, views and 
understandings of the world, this study also sought to discover the role of culture in the 
development of organizational commitment. The researcher therefore collected data from an 
Iranian manufacturing organization to conduct cross-cultural comparisons with findings from 
the Australian manufacturing organization. The choice of countries was informed by the 
researcher’s knowledge of the culture in both countries and her working experiences in both 
cultural contexts which facilitated the interpretation of the findings particularly in the 
qualitative section of this research.   
1.6 Research Methodology and Research Methods  
A Critical Realist approach to research, which acknowledges that objective physical reality is 
independent of the researcher and contains correlations and causal laws that can be measured 
and discovered, but which also accepts that social and psychological reality is subjective and 
constructed rather than objective and given (Lawson 1997; Bhaskar 1989; Archer et al. 1998; 
Fleetwood 1999) was adopted for this research.  
Critical realism embraces both the Positivist and the Interpretivist philosophical approaches to 
ontology and epistemology through its multi-level view of truth (Markos et al. 2013). The 
central tenet of Critical Realism is that there are different levels of truths which consequently 





understanding but some can only be understood through meaning-making processes and are in 
that sense subjective or intersubjective (Christ 2013). 
Accepting and reflecting the research philosophy of Critical Realism, this author chose to 
employ a mixed-method research design, particularly because the author sought to understand 
not only the general relationships which hold between leadership, various elements of self-
determination, and organizational commitment; but also why some employees, who are in 
identical organizational circumstances and being led in identical fashion, nevertheless develop 
different levels of organizational commitment. That type of understanding cannot be reached 
without interviewing individuals to discover their differing ways of sense making along with 
the underlying frames of intelligibility which inform those different ways of sense making. 
Formal data collection methods for the quantitative part of this study resulted in 370 completed 
questionnaires being returned from the three organizations that were studied. In distributing the 
questionnaires, non-proportional quota sampling (which is the non-probabilistic analogue of 
stratified random sampling) played a central role aimed at ensuring the heterogeneity of the 
representative samples (Collis & Hussey 2009).  
Rather than quota sampling in the qualitative stage of this research, the author purposely 
selected interviewees from survey respondents based on their scores on some constructs 
measured in the quantitative stage of the research. This decision was in line with the questions 
addressed by the qualitative component of the research.    
1.7 Summary of Findings and Contributions   
The first part of this study revealed that there are indeed strong relationships between 
transformational and transactional leadership styles on the one hand and the development of 





analysis through Partial Least Squares, the quantitative data revealed the mediating role of 
various aspects of self-determination processes and demonstrated how the satisfaction of three 
psychological needs and their associated motivational processes (particularly the integration of 
external motivation) mediates the relationships between leadership practices and 
organizational commitment.    
Analysis and interpretation of qualitative data, in the second part of this study, suggested that 
even though desirable leadership practices contribute strongly to the development of 
organizational commitment, identification with a profession and / or different attributes of an 
organization (particularly at the personal level of self) enables employees to develop willing 
commitment to their organization regardless of the presence or absence of desirable leadership 
practices.  
Taking account of the findings in part one and in part two, the author concludes that self-
determination and self-definition are both central to the development of organizational 
commitment amongst employees. Self-determination and self-definition can work 
independently or together to facilitate the development of organizational commitment. Both 
agency (self-determination) and identity (self-definition) are involved in the development of 
organizational commitment, at a deep and dynamic level. The notion of identification (Ashfoth 
et al. 2008) enriches our understanding of what drives individuals to generate many goal-
relevant outcomes, including organizational commitment.    
Finally, this research provides a model of how organizational commitment develops amongst 
employees through the integration of findings from the two different stages of this research: 
qualitative and quantitative. The author has constructed a comprehensive, cross-level model of 
the development of organizational commitment, presented and explained in Chapter Seven. In 





and identification with the quantitative findings that focused on the importance of leadership 
styles, self-determination, and culture. The generation of this model constitutes the culmination 
of the research in that it combines and meaningfully integrates the two stages of the 
investigation. The comprehensive model identifies and captures the nature of the relationships 
between the model’s elements and thereby indicates when and how managers can use the 
findings of this research to enhance their employees’ level of commitment. To assist 
practitioners in understanding the practical implications of the model, Chapter Seven concludes 
with a set of ten heuristic guidelines.  
1.8 Thesis Structure  
This thesis is organized into eight chapters which reflect the research questions and the inquiry. 
The research exploration begins by reviewing the extant literature on organizational 
commitment, leadership, and self-determination theory in Chapter Two. The review of 
organizational commitment literature was focused on studies which have applied the three-
component model of organizational commitment. The review of leadership literature and self-
determination theory was focused on those studies which have direct relevance to the scope 
and conceptual framework of this research. Chapter Two therefore summarises the key 
concepts and theories regarding organizational commitment, leadership, and self-determination 
theory.  
Studies with a focus on organizational commitment were critically reviewed, followed by a 
review of studies measuring the impact of leadership practices on organizational commitment. 
Particular attention was paid to controversies concerning commitment profiles and the 
quantitative approach to research, given that quantitative studies dominant in the organizational 
commitment literature. The literature review chapter concludes with a set of testable 





It is important to note that the literature on identification processes and the importance of those 
processes to the development of organizational commitment was not reviewed in Chapter Two. 
The decision not to include identity theory literature in Chapter Two was made because the 
author wanted the thesis structure to reflect the true nature of her research journey. It was only 
after analysis of interview material that the researcher was confronted by the need to include a 
second major theory within her interpretive framework. Many interviewee comments simply 
could not be accounted for by reference to the theories of leadership, self-determination, and 
organizational commitment. In order to provide a sense of verisimilitude for the reader then, 
the discussion of the qualitative data and the subsequent unanticipated development in the 
author’s thinking will be presented in Chapter Five, along with an account of identification 
theory and its interpretive power.  
Chapter Three details and justifies the research methodology and research methods used in 
addressing the research challenges. A justification for employing a mixed method design has 
been provided in Chapter Three, followed by thorough accounts of the research scope, 
sampling methods, data collection, and data analysis. Steps taken to improve the reliability, 
validity and generalizability of the quantitative and the qualitative research have also been 
presented.  
Research findings have been provided in Chapters Four, Five, and Six, and those findings are 
discussed in relation to the research questions.  
Chapter Four presents the quantitative findings in relation to the set of hypotheses that were 
formulated at the end of Chapter Three. In discussing the findings related to that set of 
hypotheses, the author addresses sub-question one (In what ways if any, do the elements of self-





processes - explain the relationships between leadership practices and organizational 
commitment?).  
Chapter Four then goes on to address sub-question two (In what ways if any, do findings 
concerning the ways in which need satisfaction and motivation processes explain the 
relationship between leadership practices and organizational commitment, differ in different 
cultural and industrial contexts – and how can those differences be explained?). In essence 
then, Chapter Four explains the mediating role of various aspects of self-determination in the 
development of organizational commitment.  
Chapter Five addresses sub-question three (Why and how do some employees who do not see 
their leaders as transformational, nevertheless develop willing organizational commitment?). 
Chapter Five presents qualitative findings and elaborates a discovered explanation of the 
development of organizational commitment in the absence of desirable leadership practices. 
This chapter also provides empirical evidence for seeing identification as a main contributor to 
the development of willing organizational commitment in both the absence and presence of 
desirable leadership practices.   
Chapter Six returns to sub-question one, but that question is addressed this time through the 
interpretation of qualitative rather than quantitative data. The intention is to discover not only 
whether the quantitative findings presented in Chapter Four are supported by analysis of 
qualitative data, but also to discover whether deeper understandings of the role played by 
mediating processes can be gained through an analysis of that data. 
Chapter Seven presents and explains a comprehensive model of the antecedent conditions 
which, together with the mediating processes of self-determination and self-definition, lead to 





the model, Chapter Seven goes on to provide a set of ten heuristic guidelines (propositions), 
derived from the model, for practitioners who wish to contribute to higher levels of 
commitment amongst the employees of their organizations. In doing so, Chapter Seven 
addresses sub-question four (In what ways could a deeper understanding of the factors and 
mediating processes that lead to the development of organizational commitment, provide 
insights that would assist practitioners to contribute to the development of higher levels of 
organizational commitment?). 
Chapter Eight provides a final discussion of, and elaboration of, the theoretical contributions 
and practical implications of this research, especially the contributions to improved 
understanding of the ways in which employees develop willing commitment towards their 
organizations. The limitations of this study and directions for future research are also discussed 












Literature Review and Hypotheses Development: 
Concepts, Theories and Controversies 
The primary research question addressed in this thesis is: 
Given that previous studies have primarily focused on a single form of commitment in exploring 
the relationships between leadership practices and organizational commitment and given also 
that little attention has been paid to underlying mechanisms which connect leadership 
practices to organizational commitment – what new understandings of organizational 
commitment are made available by an investigation which explores the relationships between 
leadership practices and commitment profiles with a particular attention to underlying 
mechanisms? 
The first section of this literature review chapter introduces the key concept and the target 
construct of this research, organizational commitment, and discusses controversies regarding 
the nature of organizational commitment. In particular, the literature review discusses 
competing and overlapping definitions of commitment and their limitations; the three forms of 
organizational commitment - affective, normative and continuance; interactions between those 
three forms of organizational commitment; major controversies in organizational commitment 
studies such as whether a single form of commitment can explain employees’ commitment to 
organizations or whether organizational commitment should be researched as a multi-
dimensional construct; and how well current measurement techniques reflect the multi-
dimensional nature of organizational commitment. 
The second section of this chapter then introduces leadership theories in general and 





review of leadership is to arrive at an informed decision about the most relevant leadership 
theory considering the research scope of this study.  
This chapter then continues in section three by introducing self-determination as a proposed 
mediating construct in the conceptual framework of this research. This third section reviews 
the theory of self-determination and discusses the two core sub-constructs of self-determination 
theory: psychological need satisfaction and motivation processes.     
Finally, section four of this chapter examines current research into organizational commitment, 
leadership, and self-determination theory in relation to each other. That examination is then 
followed by the presentation and explanation of eleven hypotheses pertaining to the research 
challenges presented in the introduction chapter of this thesis. Those eleven hypotheses consist 
of three different sets, and each set focuses on one of the three elements of the research scope: 
cross-cultural contexts; cross industry concepts; and Australian manufacturing. The first set of 
hypotheses which focus on cross-cultural aspects of the research scope specifies the 
relationship between the idealized influence (charisma) component of transformational 
leadership and its influence upon organizational commitment along with the mediating role of 
motivation.  
The focus of the second set of hypotheses concerns the cross-industry aspects of the research 
scope and specifies the relationships between contingent reward-transactional leadership and 
organizational commitment along with the mediating role of need satisfaction. The last set of 
hypotheses is limited to Australian manufacturing and is particularly designed to specify the 
motivation internalization process and its mediating role in linking the idealized influence 
component of transformational leadership to organizational commitment.     
In essence then, this chapter not only summarises main concepts and recent theoretical 





target. One of the key outcomes of this literature review is the construction of a conceptual 
framework which illustrates the relationships which are thought to hold between the different 
elements of the main constructs and the author will seek to explore and deepen our 
understanding of those relationships through the later analysis of quantitative and then 
qualitative data.  
2.1 Commitment  
Commitment in the work place has been widely seen as a causal factor in organizational 
effectiveness because it contributes to desirable outcomes such as positive discretionary 
behaviour and goal attainment (Tett & Meyer 1993; Wasti 2005; Gellatly et al. 2006).   
As a conceptual construct, commitment has been widely investigated in social, organizational 
and behavioural studies. Differing definitions have been provided by researchers focusing on 
different targets of commitment. Meyer and Herscovitch (2001), reviewing the various 
definitions of commitment and different methods used to measure commitment in diverse 
contexts, introduced a core essence of the concept that led to the development of a general 
model of work place commitment. Referring to conflicts and resemblances in different 
definitions of commitment Meyer and Herscovitch (2001, p.301) arrived at the following 
definition for the core essence of commitment. “All of the definitions of commitment in general 
make reference to the fact that commitment (a) is a stabilizing or obliging force, that (b) gives 
direction to behaviour (e.g., restricts freedom, binds the person to a course of action)”.  
This definition of commitment as being directed toward a specific target entity (e.g. 
Organization, Occupation, or Supervisor) and in a particular context enables researchers to 
examine how commitment can vary as an outcome of differences across its two essential 
components: force and direction. The stabilizing or obliging force which is the first component 





is a force that binds an individual to a course of action of relevance to one or more targets…” 
(Meyer & Herscovitch 2001, p.299).  
The notion of mindsets underlying this binding force that attaches an individual to a course of 
action of relevance to organisation was introduced by Meyer and Herscovitch (2001) to explain 
the multidimensionality of organizational commitment. Differing mind-sets characterize 
differing forms of commitment. It will be shown later in this chapter that different forms of 
commitment lead to different outcomes and behaviours (discretionary and focal behaviours). 
As Meyer et al. explain, “...mindsets matter when it is not possible to specify everything that 
is required for effective performance and employees are expected to make decisions and 
modify their behaviours....” (Meyer et al. 2004, p.992). Mind-sets distinguish the different 
forms of commitment included in the three-component commitment model developed by 
Meyer and Allen (Meyer & Allen 1991).  
Desire, perceived obligation, and perceived cost of leaving are the three different mind-sets 
that are essential to the three-component model of commitment: affective commitment (AC), 
normative commitment, (NC) and continuance commitment (CC) (Allen & Meyer 1990, 
Meyer & Allen 1991). Affective commitment to an organisation represents the individual’s 
desire to remain with that organisation and his or her affective attachment to the organisation. 
Importantly, this attachment depends on the degree to which an individual’s goals and values 
are aligned with those of the organization (Clugston 2000). Affective commitment has been 
widely associated with desirable behaviours expected from an employee. “...likely to attend 
work regularly, perform assigned tasks to the best of their ability” (Herskovits & Meyer 2002, 
p.4). 
Normative Organizational commitment derives from a sense of obligation to remain with an 





a feeling of obligation to stay with an organization “...as a means of reciprocation for benefits 
received…” (Herscovitch, & Meyer 2002, p.4). Meyer and Herscovitch (2001) contend that 
“normative commitment develops when an individual (a) has internalized a set of norms 
concerning appropriate conduct (i.e., through socialization), and/or (b) is the recipient of 
benefits and experiences a need to reciprocate” (p. 7). 
Continuance commitment is driven from a need to remain in an organization and is associated 
with the perceived cost of leaving. The judgement that one in is a situation lacking in 
alternatives is introduced by Meyer and Allen (1997) as the basis for continuance 
organizational commitment. In essence, employees with strong continuance organizational 
commitment feel as though they need to remain in the organization mainly because of the cost 
of leaving (Herscovitch & Meyer 2002). 
These three forms of commitment are different in the way they bind employees to the 
organization and also in their implication for behaviours and resultant organizational outcomes.  
The relationship between desire, perceived obligation, and perceived cost of leaving and 
outcomes has been widely investigated in organizational commitment studies. Affective 
commitment and normative commitment have been broadly shown to be positively related to 
desirable outcomes such as wellbeing, discretionary citizenship behaviour, job satisfaction and 
job performance; whereas continuance commitment has been shown to be unrelated or even 
negatively related to desirable outcomes (Meyer et al.  2002; Meyer et al. 2006).  
Meyer and Allen (1997)  contend that an individual can experience more than one mind-set 
simultaneously. Therefore desire (AC), obligation (NC), or perceived cost of leaving (CC) can 
be combined and influence the employees’ commitment forms and consequent behaviours: 
“…a commitment profile characterizes each individual employee” (Tsoumbris & Xenikou 





commitment studies and researchers have begun to investigate the combined effects of the three 
components and to examine the correlations between different commitment profiles and 
organizational behaviour outcomes. Commitment profiles capture low and high levels of the 
three commitment component mind-sets, (AC, NC, and CC) reflecting the fact that individuals 
can simultaneously experience varying degrees of underlying mind-sets and the combined 
effect is a function of interactions between three forms of commitment. 
2.1.1 The multi-dimensional view of organizational commitment and its appropriateness 
By introducing the notion of commitment profiles, advanced research approaches shifted from 
investigating the relationship between single forms of commitment - which in most cases 
tended to be the affective commitment form - to assigning commitment profiles to employees 
following the same pattern based on their scores on AC, NC, and CC (e.g., Gellatly et al. 2006; 
Markovits et al. 2007). In an attempt to identify commitment profiles, researchers grouped 
employees who follow the same pattern depending on whether AC, NC, and CC scores are 
below or above the sample mean/median, into a full range of possible commitment profiles.  
Although there is some variability across such studies, some profiles consistently emerge in 
different workplace samples, suggesting the heterogeneous nature of working populations 
(Meyer et al. 2015). Naturally occurring profiles, which are the profiles emerging consistently 
in working populations (Sinclair et al. 2005; Wasti 2005; Somers 2009, 2010; Morin et al. 
2011; Meyer et al. 2012a;  Meyer et al. 2013; Stanley et al. 2013; Kam et al. 2015)  include 
uncommitted or weakly committed (low scores on AC, NC, and CC), CC-dominant (High on 
CC and low on AC & NC), AC/NC-dominant (High on AC & NC and low on CC), and fully 
committed (i.e., high scores on AC, NC, and CC).  
Taking this new approach has allowed the focus of investigation in recent research projects to 





organizational outcomes rather than focusing on single forms of commitment and consequently 
neglecting the interaction effects of two other forms on that particular form. Recent studies 
have found that each form of commitment is associated differently with organizational 
outcomes based on the strength of two other forms of commitment. For instance Gellatly et al. 
(2006)  found that normative commitment ( NC) was correlated with a high level of 
discretionary  efforts and a low level of turnover intention when associated with strong 
affective commitment (AC) rather than with strong continuance commitment (CC) and low 
affective commitment (AC). 
The varying nature of each form of commitment  (AC, NC, and CC) and subsequently their 
varying associations with organizational outcomes in different commitment profiles led 
researchers to conclude  that each form of commitment is experienced differently depending 
on the strengths of two other forms of commitment in the profile (Gellatly et al. 2006). For 
instance, by revealing the differing associations of NC with organizational outcomes in two 
different profiles, Gellatly et al. (2006) proposed that NC might be experienced differently 
when combined with strong AC rather than strong CC and weak AC. They suggested that NC 
might be driven from a moral imperative (i.e., desire to do the right thing) when associated 
with strong AC, but it might be experienced very differently - as an indebted obligation (i.e., 
the need to meet social obligations) - when combined with strong CC and weak AC. 
2.1.2 Willing organizational commitment  
Willing organizational commitment (WOC) is the notion of organizational commitment 
developed by this author, based on the results of recent research. This notion refers to the 
willingness of employees to perform beyond their job description and to exert maximum efforts 
in achieving organizational goals. The author has taken into account the multi-dimensionality 
of organizational commitment in proposing the concept of WOC and built upon the results of 





organizational outcomes.  Among naturally occurring profiles, fully committed (high scores 
AC, NC,  and CC)  and AC/NC dominant profiles (high scores on AC & NC and low score on 
CC)  have consistently been associated with positive organizational outcomes such as 
discretionary behaviour, effective performance, job satisfaction, organizational citizenship 
behaviour, and  retention (Wasti 2005; Somers 2009, 2010; Meyer et al. 2012a).    
These research findings demonstrate that employees who are bound to their organization 
through both emotional attachment and a sense of obligation develop willing organizational 
commitment irrespective of their level of continuance commitment to the organization. In 
explaining this outcome, the author refers to the interpretation proposed by Meyer et al. (2012a) 
in an attempt to explain the differing relationships of CC with positive organizational outcomes 
depending on the strength of AC and NC. Based on their findings CC was linked to positive 
organizational outcomes when associated with strong AC and NC however this relationship 
was negative in CC-dominant profiles where AC and NC are both low. Meyer et al. (2012a) 
suggested that the mindset behind CC can vary based on the levels of other forms of 
commitment. A sense of loss which is the mindset associated with CC can be perceived as loss 
of valuable opportunities when CC is combined with strong AC and NC whereas it can be 
experienced as an economic loss when CC is the dominant form of commitment in the profile 
(Meyer et al. 2012a).  
Based on the above explanation, affective and normative commitments (AC and NC) are the 
key ingredients that result in willing organizational commitment. Therefore this research 
conceptualizes the notion of willing organizational commitment as an integrated and formative 
construct consisting of affective and normative organizational commitment. Although some 





knowledge no one has yet taken the formative nature of organizational commitment into 
account.   
One reason for neglecting the formative nature of organizational commitment might be the fact 
that not many methods of data analysis are capable of handling formative constructs. 
Furthermore recent research has been mostly focused on studying the interaction effects 
between the three forms of commitment, whereas this author’s research, based on consistent 
findings articulating the interaction effects, acknowledges that it is time to examine the 
formative nature of willing organizational commitment and to study the mechanisms 
contributing to its development. 
2.2 Leadership 
In order to study the mechanisms which link different leadership styles to willing 
organizational commitment, an account of leadership styles or behaviours and their efficacy is 
required. Although leadership has been treated as a central concept in many organizational 
studies, a unified theoretical view of leadership has not yet been agreed by scholars. Those 
scholars with a more traditional view build on previous theories of leadership (Bennis 2007) 
and conceptualize leadership in a way which is intended to be comprehensive and integrative. 
Some others with a more critical approach toward the traditional view have taken into account 
newly emerging theories of shared/distributed leadership, complexity leadership, and relational 
leadership in their development of theory (Drath et al. 2008). 
Interactions between leaders and followers are central to many accounts of leadership. In the 
account provided by Bass (1990), leadership influence results from the type of interaction that 
occurs between an effective leader and a follower resulting in the attainment of shared goals. 
Rost (1991) also refers to leadership as an influence relationship between leaders and followers. 





toward leaders and concentrate on leadership behaviour and characteristics and their impacts 
on shaping the relationship (Bird 1940; Jenkins 1947; Stogdill 1948; Mann 1959; Kenny & 
Zaccaro 1983; Zaccaro et al. 1991; Zaccaro 2007); whereas others focus on the other side of 
the relationship: followers (Rost 1991; Hollander 1993) and their needs or expectations of their 
leaders (Lord & Maher 1993; Offerman et al. 1994). 
Other theorists refer to leadership as a process (Chemers 1997; Antonakis et al. 2004) and 
rather than focusing on the interaction between leaders and followers, this new focus is on the 
relationship between the ‘leadership process’ and followers. Some scholars view this process 
as one of mutual influence, as in leader-exchange theory (Maslyn & uhl-Bien 2001) which 
gives similar weights to both sides of the relationship.  
Another aspect of leadership which is subtly engrained within the leadership literature is that 
of shared goals. In many leadership theories the achievement of shared goals is seen as a desired 
outcome of leader-follower relationships. Considering the importance of shared goals, Bennis’s 
(2007) has conceptualized leadership as an interacting tripod of leaders, followers, and their 
shared goals. This conceptualization has led Bennis to examine leadership as an expression of 
commitment to each leg of the tripod: leaders, followers, and common goals.  
2.2.1 Emergence of new leadership theories   
2.2.1.1 Distributed leadership or shared leadership  
Distributed or shared leadership has been conceptualized based on the concept of a mutuality 
in which peers have influence over each other (Cox et al. 2003). The leader-member 
relationship is therefore not central to the theory of distributed leadership and instead the 
concept of shared leadership is developed around the idea of collaboration in teams.  According 
to Cox et al. (2003) the source of power in distributed leadership comes from the collective 





processes are negotiated among team members. Peers in collaborative teams play both leader 
and follower roles (Pearce & Sims 2000). 
Consequently, leadership is viewed as a collective responsibility rather than the responsibility 
of one person. Distribution of responsibility occurs when leadership is part of a social process 
(Hosking 1988; Barker 2001). In an attempt to overcome the inconsistency found in the ideas 
associated with the theory of distributed leadership, Bolden (2003 p.7) has collected and listed 
the ideas most commonly used by distributed leadership authors. 
1. ‘Leadership is an emergent property of a group or network of interacting individuals’ 
2. ‘There is openness to the boundaries of leadership’ 
3. ‘Varieties of expertise are distributed across the many, not the few.’ 
In commenting on the challenges facing the development of distributed leadership theory, 
Bolden (2011) has claimed that the importance given within the theory to organizational 
boundaries and organizational context has limited the acceptance of the theory in some fields. 
According to Bolden most academic attention has been given to distributed leadership theory 
in the fields of education and educational management which have the highest rate of published 
references to the theory, whereas only 19% of publications on distributed leadership theory and 
only 25% of publications on shared leadership theory can be found in business, management, 
and leadership journals.  
The fact that distributed leadership and shared leadership has not received much attention from 
scholars in business or organizational management suggests that this theory is still far from 
accepted in those two fields. Nevertheless, potential applications of distributed leadership 
theory in those two fields do need to be explored. In the case of the research presented and 





look for signs of the possible emergence of shared leadership in the manufacturing and 
healthcare sectors.   
2.2.1.2 Complexity Leadership Theory     
Complexity leadership theory has emerged in response to the need for leaders and organizations 
to adapt to the complex environments associated with today’s knowledge era (Marion & Uhl-
Bien 2001; Schneider & Somers 2006). The complexity theory framework developed by Ulh-
Bien et al. (2007) has four features which make this theory distinct from other leadership 
theories. The first and key feature of complexity leadership theory is its focus on the informal 
dynamic which results from the swiftly changing nature of today’s business and organizational 
contexts.  
The second distinctive feature of complexity leadership theory concerns the perspective that it 
adopts toward leadership. Complexity theorists view leadership as a process rather than a set 
of actions engaged in by individuals. The leadership process is characterized as an ‘emergent 
interactive dynamic’ which is the product of constant and ongoing adaptation. The theoretical 
focus is therefore on the adaptability of leadership within dynamic and complex contexts.   
The third key feature of the theory is that it distinguishes formal leadership (which refers to 
managerial positions) from the leadership process which occurs across the organization 
(Schneider 2002). To differentiate these two, Schneider refers to formal leadership as 
‘administrative leadership’ and uses the term ‘adaptive leadership’ when referring to informal 
and emergent leadership processes that ideally develop within complex organizations. 
The fourth key feature of complexity leadership theory is its discussion of the nature of 
problems which require leadership involvement. Complexity theorists argue that when a 





probably already tested - but that approach will not work when facing an adaptive unpredictable 
challenge which requires fast learning by group members (Heifetz & Laurie 2001). 
Drath et al. (2008) highlight the holistic nature of complexity leadership theory in its insistence 
that understanding the whole phenomenon of leadership cannot be achieved by understanding 
the separate components of that phenomenon. Uhl-Bien, et al. (2007) emphasize that ‘a 
phenomenon is greater than sum of its parts’ (p.640). They also refer to uncertainty in complex 
contexts as a major obstacle to predicting the future of complex systems.  This uncertainty 
premise of complexity leadership could make it inapplicable to those leadership studies which 
seek to achieve a degree of predictability.  
As also mentioned by Ulh-Bien et al. (2007) complex leadership is most appropriate in the face 
of challenges which require adaptive solutions involving knowledge creation and team learning 
processes, not technical problems that can be solved with current operating procedures. It 
remains to be seen whether the insights derived from complexity leadership theory can inform 
analysis and practice in organizations such as factories and hospitals where procedure, 
certainty, and predictability are central to the core tasks. 
2.2.1.3 Relational Leadership 
Relational leadership theory has shifted the focus from leaders as individuals to the 
relationships between leaders and followers which result from the daily participation of 
organizational members in constructing organizational rules (Hosking et al. 1995; Uhl-Bien 
2006). From the relational perspective, organizational structures and task structures are 
generated from relational interactions rather than from pre-designed frameworks.  
Relational leadership theory is intended to be an extension of, or complementary to, previous 
leadership theories such as distributed leadership theory, shared leadership theory, and 





(Drath et al. 2008). Focusing on the on-going nature of relationships in complex contexts, Drath 
et al. argue that relational ontology is local and culturally-historically situated. As a 
consequence, interactions go beyond the one-dimensional leader-follower relationship and 
need to be understood as multi-dimensional social processes which emerge from the mutual 
influencing of social actions and interactions over time.  
Building upon this perspective, Cunliffe and Eriksen (2011) contend that we leaders should be 
seen as facilitators and coordinators who practice negotiating and shaping a sense of identity 
and direction with other members of the organization by: a) Creating open dialogue; b) 
Accepting responsibility for recognizing and addressing moments of difference; c) Creating 
scenic moments that shape a context for working out differences and creating a path through 
the organizational landscape; d) Understanding the importance of relational integrity and; e) 
Becoming more attuned to sensing and responding in the present moment by looking, listening, 
and anticipating. 
For the purposes of this study, what is most notable about these more contemporary leadership 
theories is the extent to which they include and overlap with elements of the earlier theory of 
transformational leadership, which also emphasizes the importance of relationships between 
leaders and followers. Unlike more contemporary leadership theories, however, 
transformational leadership theory is already supported by a wealth of previous empirical 
studies and by the development of valid measuring instruments. Consequently, the theory of 
transformational leadership plays a key role in the development of testable hypotheses that will 
be provided later in this chapter. 
2.2.2 Transformational and Transactional Leadership 
Transformational leadership has been distinguished from transactional leadership by Burns 





for their work and appeal to followers’ sense of value; whereas transactional leaders focus on 
rewards for tasks undertaken and sanctions for tasks not achieved. Since transactional 
leadership uses extrinsic rewards to motivate employees, its effectiveness may be short-term 
because once the extrinsic rewards are provided, the same level of incentive is no longer 
effective.  
Transformational leadership, in contrast, may enhance organizational commitment in the long 
term, given that intrinsic rewards transform employees’ attitudes toward organizations in 
positive ways, i.e., enhancing trust and a sense of self-belonging to the organization (Bass 
1985). Transformational leaders articulate followers’ vision for the organization and encourage 
followers to exert themselves toward accomplishing that higher vision (Herold et al. 2008). 
Not surprisingly, transformational leadership has already been shown to have a positive long 
term impact on employees’ organizational commitment. Followers become “willing to perform 
roles beyond their job description, and have a strong desire to remain in the same organization” 
(Srithongrung 2011, p.376). Employee willingness to perform roles beyond their job 
description (discretionary behaviour) is the core meaning of willing organizational 
commitment because such behaviour distinguishes willing commitment from simple 
continuance commitment to remain in an organization.   
Transformational leadership has been analysed as consisting of four fundamental dimensions: 
idealized influence (charisma), inspirational motivation, intellectual stimulation, and 
individual consideration (Burns 1978). The efficacy of those transformational leadership 
components has already been empirically validated (e.g. Avolio et al. 1999; Simosi & Xenikou 
2010). 
Idealized Influence results from charismatic role modelling through which a transformational 





as a personal example for followers. As a result of charismatic role modelling, the leader gains 
followers’ respect, admiration, and trust (Michaelis et al. 2009; Simosi & Xenikou 2010; 
Srithongrung 2011). Transformational leaders communicate organizational vision and goals in 
ways that motivate due to the inspiring nature of that communication. Transformational leaders 
also encourage followers to challenge current approaches to improve their work and to identify 
themselves with their work (Simosi & Xenikou 2010).  
The individual consideration dimension of transformational leadership involves understanding 
and considering the individual uniqueness of followers in terms of their needs, capacities, 
values, and strengths. Individual development with respect to individual capabilities and 
learning processes has been shown to result in a sense of empowerment which in turn develops 
a sense of belonging to the organization (Srithongrung 2011). 
In sum, transformational leadership behaviour presents as a logical antecedent condition for 
the development of willing organizational commitment amongst employees. Although 
previous research has demonstrated that transformational leadership behaviours engender 
loyalty, admiration, and effort within and from followers, the focus has been on commitment 
to the leader, not to the organization. In fact, transformational leadership theory lacks an 
account of how commitment to the leader generalizes from the leader to the organization. 
 Srithongrung (2011) contends that “the transformational leadership process is effective in 
enhancing extra-role behaviours because the four components catalyse employees’ desires to 
fulfil their higher needs, i.e., self-esteem and self-actualization, while transactional practices 
just catalyse employees’ desires to fulfil their lower-level needs, e.g., physical, monetary, and 
job security needs” (Srithongrung 2011, p.378). This is a promising line of thought, but 
Srithongrung has little to say about the nature of ‘higher order needs’ and why their satisfaction 





going account of needs, how they function as forces within the individual, and how they could 
mediate the causal relationship between leader behaviours and the development of willing 
organizational commitment amongst employees, this author turned to a consideration of Self 
Determination Theory. 
2.3 Self Determination Theory 
At the heart of self-determination theory (STD) is the contention that humans have an innate 
need to experience themselves as the causal agent of – the determinant of – their own actions. 
Self-determination, in other words, is a prerequisite for existing as a subject with agency rather 
than as an object. That is why the processes of need fulfilment which underlie the experience 
of being self-determined matter deeply (Deci & Ryan 2000).   
Self-determination theory proposes that fulfilled innate needs are “psychological nutriments 
that are essential for ongoing psychological growth, integrity, and well-being” (Deci & Ryan 
2000, p.229). The three basic and innate needs for autonomy, competence and relatedness are 
fundamental to SDT.  
Autonomy relates to a sense of free choice; relatedness refers to being connected to others and 
feeling identified with a group of people or community; and competence refers to feelings of 
effectiveness and capability (Kovjanic et al. 2012). 
Self-determination theory is primarily focused on the degree to which psychological needs are 
satisfied in different social contexts and for different individuals (Deci & Ryan 2000);  and 
asserts that a consideration of the innate psychological needs for autonomy, competence, and 
relatedness is required for understanding the human motivation process (Deci & Ryan 2000). 
Self Determination Theory pays as much attention to forms of motivation as it does to 





behaviour; and a sense of personal integrity is facilitated by the processes of internalization 
which result in what Deci and Ryan term ‘external integrated motivation’.  
Deci and Ryan (2000) report that “various studies confirmed that intrinsic motivation is 
associated with better learning, performance, and wellbeing” (Deci & Ryan 2000, p.233). 
Similar claims are made by La Guardia (2009) in her discussion of self-determination processes 
and their impact on the development of a healthy identity. Importantly however, for 
intrinsically motivated behaviours to be maintained, they require satisfaction of the needs for 
competence and autonomy: “this active engagement, this involvement and commitment with 
interesting activities, requires the nutriments of need fulfilment” (Deci & Ryan 2000, p.233). 
Deci and Ryan (2000) categorise motivated behaviours around the concept of internalization.  
Internalization is introduced as “the means through which individuals assimilate and 
reconstitute formerly external regulations so the individuals can be self-determined while 
enacting them” (Deci & Ryan 2000, p.236). Based upon their notion of internalization as the 
central process leading to self-determination, Deci and Ryan (2000) provide a differentiated 
account of motivation types. 
External motivation is fully controlled by external contingences and is involved with the feeling 
of being controlled. Individuals behave to avoid cost or punishment or to attain an external 
reward (Deci & Ryan 2000). Introjected motivation is within the person but not integrated to 
the self and relatively external to the self. Introjectedly motivated behaviours are partially 
internalized but are not self- determined: they are designed to avoid feelings of guilt and anxiety 
or to attain the respect of others.  
External identified motivation occurs when individuals recognise and accept the value of an 





2000). Identified motivation is fully internalised and results from self-valuing the action or goal 
even if the action itself is not enjoyable (Meyer et al. 2004). 
External integrated motivation occurs when the values associated with a task or goal accord 
with the needs and values of the person even though the task itself may not be enjoyable (Meyer 
et al. 2004). Integrated motives are the most completely internalised through identifying with 
the value of the behaviour and also from integrating identifications of the behaviour with other 
aspects of the self (Deci & Ryan 2000). Integrated motivation, in other words, is essential for 
experiencing oneself as a coherent, self-determined rather than other-determined, person.  
The processes that lead to integrated external motivation hold the most promise for explaining 
how transformational leadership behaviours contribute to the development of willing 
organizational commitment amongst employees. This is because of the role that leaders can 
play in assisting employees to internalize the organization’s values and goals in ways that 
enable employees to make those goals and values their own.  
2.4 Development of the Conceptual Framework and Hypotheses  
The theoretical relationships between leadership style, organizational commitment and self-
determination processes are illustrated in the proposed conceptual framework in Figure 2.1. 
The relationship between transformational leadership components and the three forms of 
organizational commitment or willing organizational commitment (which is the formative 
target construct of this model) is central to this conceptual framework. Furthermore, this 
framework examines whether innate psychological need satisfaction and motivation at work as 
theoretical constructs embedded in self-determination theory mediate the relationship between 
leadership practices and transformational leadership components on the one hand and willing 





The conceptual framework integrates the multidimensional constructs of leadership and need 
satisfaction with the hierarchical components of motivation at work in order to explore the 
underlying processes involved in the development of willing organizational commitment which 
is conceptualised at the second-order construct level. The conceptualisation of willing 
organizational commitment has been derived from commitment literature as discussed earlier 























































Testable hypotheses have been formulated by the author, based on the relationships between 
constructs illustrated in the conceptual model above. In the following section, supporting 
literature in regards to formulation of the hypotheses will be discussed and the relationships 
will be elaborated.   
2.4.1 Idealised Influence  
Transformational leaders provide followers with positive meaning for their work and appeal to 
the followers’ sense of purpose. Providing employees with a valuable sense of meaning occurs 
when transformational leaders articulate a compelling vision for the organization and 
encourage followers to exert themselves toward accomplishing that higher vision. As explained 
earlier, effective transformational leadership consists of four behavioural dimensions: idealized 
influence, inspirational motivation, intellectual stimulation, and individual consideration (Bass 
1985).  
Idealized Influence involves charismatic role modelling through which a transformational 
leader demonstrates his or her determination to achieve organizational goals, and thereby acts 
as a personal example for followers. As a result, he or she gains followers’ respect, admiration, 
and trust. This research examines idealized influence at a more granular level by separating it 
into two aspects: ‘idealized influence attributed’ and ‘idealized influence behaviour’ (Loon et 
al. 2012, p.195). This separation of idealized influence into two aspects rests upon a 
fundamental distinction: whereas ‘idealized influence behaviour’ refers to what leaders 
actually do, ‘idealized influence attributed’ refers to the way leaders are perceived by, and 
therefore experienced by, followers.  
Leaders who are perceived as powerful, charismatic and confident people by their followers 
can be categorized as possessing attributed idealized influence (Aydogdu & Asikgil 2011). It 





perception and sense making, will play a part in whether particular followers attribute idealized 
influence to particular leaders.  
2.4.1.1 The Relationship between Idealised Influence, Transformational Leadership, and 
Willing Organizational Commitment 
Transformational leadership has a positive impact on employees’ organizational commitment. 
Followers who possess organizational commitment become “willing to perform roles beyond 
their job description” (Srithongrung 2011, p.376). Idealized influence, as a dimension of 
transformational leadership, has been linked to desired organizational outcomes such as career 
satisfaction in previous studies (Joo & Lim 2013). Employees who attribute idealized influence 
to their leaders see those leaders as embodying power, confidence and charisma. 
The author therefore proposes hypothesis 1a (H1a).  
H1a Idealized influence attributed has a positive effect on willing organizational 
commitment.   
It has also been established that behavioural idealized influence consists of effectively 
communicating the collective mission of the organization to subordinates and talking about 
values and beliefs explicitly, (Kovjanic et al. 2012). Consequently, employees develop 
affective and normative commitment toward the leader and toward their organization 
(Aydogduan & Asikgil 2011).  This researcher therefore proposes hypothesis 1b (H1b). 
H1b Idealized influence behaviour has a positive effect on willing organizational 
commitment.   
2.4.1.2 The Mediating Role of Motivation 
As discussed earlier in this chapter, Deci and Ryan (2000) categorise motivated behaviours 





and reconstitute formerly external regulations so the individuals can be self-determined while 
enacting them” (Deci & Ryan 2000, p.236). Based upon their notion of internalization as the 
central process leading to self-determination, Deci and Ryan (2000) provide a differentiated 
account of four motivation types that have already been elaborated upon earlier in this chapter: 
‘external motivation’; ‘introjected motivation’; ‘identified motivation’; and ‘integrated 
motivation’. Of those four types, integrated external motivation is of most relevance to this 
research.  
Integrated motives are values and beliefs that were originally external but have become the 
most completely internalised through the individual identifying with the value of the behaviour. 
This research contends that integrated motivation is the optimal outcome of effective 
transformational leadership which results in organizations that are less bureaucratic and more 
capable of self-directed action, thanks to the characteristics associated with the development 
of integrated motivation.  
Integrated motivations are closest to intrinsic motivation in the internalisation process. The 
current research contends that employees who attribute idealized influence to their leaders, or 
who experience idealized behaviours from their leaders, are more likely to internalize and 
integrate the beliefs and values of that leader - to the extent that those beliefs and values accord 
with those of the organization, employees thereby develop willing organizational commitment.  
Gagne et al. (2008) argued that integrated motivation is not psychometrically distinguishable 
from identified motivation so they excluded integrated motivation from the ‘motivation at 
work’ scale. Therefore identified motivation is the last measurable motivation type in the 
internalization process and the closest to intrinsic motivation which this author contends plays 
a significant mediation role in the linkage between transformational leadership, idealized 





in relation to transformational leadership and organizational commitment, the author 
formulated hypothesis 2a and hypothesis 2b. 
H2a Identified motivation mediates the relationship between idealized influence behaviour 
and willing organizational commitment. 
H2b Identified motivation mediates the relationship between idealized influence attributed 
and willing organizational commitment.   
2.4.2 Contingent Reward Transactional Leadership  
Leader behaviour which is focused on clarifying the job role and what is expected from 
employees is referred to as ‘contingent reward leader behaviour’ (Bass 1998). Contingent 
reward transactional leaders provide their followers with clear guidelines on what is expected 
of them and what actions are required from them; and in exchange for those actions, 
transactional leaders support their people by providing material and psychological contingent 
rewards for the fulfilment of tasks (Walumbwa et al. 2008). This leadership style requires clear 
leader-follower (manager-employee) relationships with clarified and mutually understood 
outcomes (Densten 2006). 
2.4.2.1 The Relationship between Contingent Reward Leadership and Willing Commitment 
How could contingent reward leadership develop willing organizational commitment within 
employees? Meyer and Herscovitch (2001), and Walumbwa et al. (2008) reason that employees 
are more committed to organizations in which contingent rewards are provided in exchange for 
their efforts. The explanation for this outcome is that when employees receive tangible and 
intangible rewards that are contingent upon the fulfilment of their workplace obligations, they 
will in turn feel obliged to return the favour to their organization by performing more positively 
to accomplish more desirable outcomes for that organization. Therefore, normative 





is enhanced when leaders support their employees by providing contingent rewards. 
Importantly, people are also more likely to attach to their organization through affective 
commitment (Meyer & Allen 1991) as an outcome of contingent rewards. 
Given these reasons why contingent reward transactional leader behaviours are thought to have 
positive effects on affective and normative commitment the author proposes hypothesis three 
(H3).  
H3. Contingent reward transactional leader behaviour has a positive effect on employees’ 
willing commitment. 
2.4.2.2 Mediating Role of Psychological Needs Satisfaction 
Although the literature on willing organizational commitment postulates that the provision of 
tangible and intangible rewards fosters a sense of obligation, the author believes that more 
needs to be said the about nature of intangible rewards, and the role that those intangibles play 
in the development of willing commitment. In this researcher’s view, the best understood 
intangible rewards have been conceptualized and discussed in the literature on psychological 
need satisfaction. The author has therefore examined that literature in relation to this research 
and has consequently derived three hypotheses concerning the probable mediating role that 
need satisfaction plays in the development of willing commitment. Hypothesis 4a is: 
H4.a Satisfaction of psychological needs (Relatedness, Competence, and Autonomy) 
mediates the relationship between contingent reward leader behaviour and willing 
commitment. 
The innate psychological needs for autonomy, relatedness, and competence are considered to 
be essential psychological nutriments for growth-related behaviours (Deci & Ryan 2000).  





feeling identified with a group of people or community; and competence refers to feelings of 
effectiveness and capability (Kovjanic et al. 2012). How though, could these needs be met 
through contingent reward leadership behaviour? 
Contingent reward transactional leaders’ efforts to create clear exchange relationship 
guidelines and to clarify the consequences of meeting managerial expectations lead to a shared 
norm (Hofmann & Jones 2005) between leaders and employees and in turn between 
organizations and employees which creates a sense of relatedness. Podsakoff et al. (2010) argue 
that leaders who demonstrate contingent reward behaviour develop a sense of fair treatment in 
employees in regards to what they are receiving in exchange for their efforts. Podsakoffet et al. 
(2010) add that contingent reward transactional leaders enhance the level of trust employees 
have toward their leaders.  
The perception of fairness may well lead to better relationships with other people in the 
organization and subsequent feelings of relatedness to the organization. The level of trust that 
employees have toward their leader also contributes to employee need satisfaction (Bartram & 
Casimir, 2007). The author therefore hypothesizes that the provision of contingent rewards and 
the associated clear exchange guidelines leads to relatedness need satisfaction which in turn 
mediates the relationship between contingent reward behaviour and willing organizational 
commitment (H4.b).  
The author also contends that employees, who receive the support they need to fulfil expected 
outcomes, tend to feel more effective in relation to what they are doing and thereby are more 
satisfied in terms of their need for competence. In other words, a fortunate by-product of the 
provision of technical help and learning opportunities in exchange for employee efforts or as 
required support for task fulfilment, contributes to employees feeling more competent at work. 





for competence which in turn enhances employee willingness to perform beyond the job 
description (H4.c). 
H4.a Satisfaction of psychological needs (Relatedness, Competence, and Autonomy) 
mediates the relationship between contingent reward leader behaviour and willing 
commitment. 
H4.b The provision of contingent rewards and the associated clear exchange guidelines 
leads to relatedness need satisfaction which in turn mediates the relationship between 
contingent reward behaviour and willing organizational commitment. 
H4.c Competence need satisfaction arises from the provision of technical help and learning 
opportunities, and that need satisfaction then mediates the relationship between contingent 
reward leader behaviour and willing commitment. 
2.4.3 The Motivation Internalisation Process  
A key feature of self-determination theory is its recognition that variations in motivation can 
be aligned along a continuum. At one extreme is external regulation: individuals act for the 
sole purpose of achieving a reward or avoiding a punishment. Mid-way along the continuum 
is introjected regulation, which refers to the partial internalisation of extrinsic motives. Next is 
identified regulation, which refers to behaviour conditioned by an individuals’ identification 
with the values, accepting them as their own. Finally, integrated regulation refers to 
identification with the values and meanings of the activity to the extent that the activity and its 
worth becomes fully internalised. As a consequence, an employee can perform that task and 
feel autonomous rather than feeling governed by externalities (Ryan & Deci 2000). 
Through the internalization process, regulations that are external to individual selves, transform 





received little attention from organizational researchers. This could be because of limitations 
experienced in previous attempts to measure internalization in empirical organizational studies. 
To address those limitations, the current study has employed Partial Least Squares (PLS) to 
develop a model which enabled the author to capture the internalization process by studying 
the mediation role played by identified motivation within the relationships between intrinsic 
motivation, transformational leadership, and organizational commitment.  
The author also contends that employees who experience idealized influence when interacting 
with their managers are more likely to embrace the values underlying management assigned 
tasks as coherent with their self-values (which is an outcome of the internalization process) and 
thereby are more likely to experience self-determination when performing such tasks. 
Therefore this research proposes hypothesis 5a, hypothesis 5b, and hypothesis 6.  
H5a Idealized influence (behaviour) has a strong positive effect on identified motivation. 
H5b Idealized influence (behaviour) has a strong positive effect on intrinsic motivation. 
H6 Identified motivation mediates the relationship between idealized influence behaviour 













3.1 Justification of Methodology: Mixed Methods within Critical Realism 
This author has subscribed to the Critical Realism research philosophy, which acknowledges 
that objective physical reality is independent of the researcher and contains correlations and 
causal laws which can be measured and discovered - but which also accepts that social and 
psychological reality is subjective and constructed rather than objective and given (Bhaskar 
1989; Lawson 1997; Archer et al. 1998; Fleetwood 1999). 
Critical realism embraces both positivist and interpretivist philosophical approaches with its 
multi-level perspective toward ‘truth’ (Markos et al. 2013). The central foundation of critical 
realism is that the different levels of truths differ in their level of objectivity. Some forms of 
reality are objective and independent of human understanding and some are subjective: they 
can be understood and interpreted through meaning-making processes rather than observed and 
measured (Christ 2013).     
Critical realism proposes three domains of ontology: the empirical, the actual, and the real 
(Bhaskar 1989). Subsequently, three different epistemologies are involved in uncovering these 
different realities. The empirical can be observed directly, the actual can be explained through 
the analysis of the data collected, and the real can be inferred but not directly observed (Christ 
2013).   
Critical realist authors argue for the interpretation of subjective and objective data by the use 
of abductive and retroductive processes. Abduction aims for the most plausible explanation of 
a phenomenon through redescription and re-contextualization of data (Christ 2013).  In doing 





phenomenon. In abduction, hypotheses are developed based on patterns that emerge from 
observed data (Oliver 2012) or from researchers’ pre-existing knowledge of the phenomenon.  
According to Charmaz (2006) hypotheses are framed based on all possible explanations for the 
data and then they are tested empirically for the most plausible explanation through a re-
examination of the data.   
Retroduction is ‘simply abduction with a specific question in mind’ (Oliver 2012 p. 380)   
which allows researchers to move from the surface appearance of a given phenomenon to a 
deep knowledge of that phenomenon and its matching structures in the real world (Bhaskar 
2010). Taking a Critical Realism approach to epistemology makes it possible to create 
knowledge through three levels of interpretation. In the first level relationships among variables 
are discerned by direct observation. Level 2 provides a more complete understanding by 
analysing the links and relationships connecting different forms of data. Much deeper 
knowledge is created in level 3 by collection of indirect observable data and analysis aimed at 
developing subsequent inferences (Christ 2013). The in-depth level of interpretation in level 3 
leads to the creation of knowledge which re-presents the view of research participants in their 
real world.    
After reflecting upon the research philosophy of critical realism, and its recognition of different 
domains of reality, this author chose to take a mixed methods approach to search for a deep 
understanding of the mechanisms underlying the development of willing organizational 
commitment through discerning causal relationships among the relevant constructs in the 
research model but also through interpretation of indirectly observed data. The following 
considerations justify this choice of methodology. 
First, although numerous authors have attempted to investigate the mechanisms leading to the 





mechanisms because so much previous research has been restricted to a quantitative approach. 
Taking a mixed methods approach (Markos et al. 2013) has enabled the author to contribute an 
in-depth description of, and understanding of, emergent outlier behaviour patterns and to 
thereby offer theoretical insights which illuminate the mediating role of motivation processes 
and need satisfaction in the development of employee willing organizational commitment. 
Second, the purpose of this research is to build on existing literature and provide more 
contemporary theoretical insights into the development of willing organizational commitment  
through studying and interpreting the interplay between leadership on the one hand and 
mediators on the other hand, in relation to the development of willing organizational 
commitment. As mentioned previously, the current literature on transformational leadership, 
self-determination processes, and organizational commitment is primarily objectivist and 
employs quantitative methods, but this research sought  to build on current findings not only 
by engaging in variable-centred strategies but also by employing qualitative, interpretive 
strategies.  
This decision was consistent with the insight that commitment to an organization is 
“accompanied by different mindsets (desire, obligation, perceived cost)” (Meyer et al. 2012a, 
p.2). Commitment theory researchers have also recognized that different mindsets result partly 
from the different ways in which individuals interpret their workplace experiences (Mamman 
et al. 2012, p.294). To fully understand the development of commitment profiles therefore, not 
only does one need to employ methods which capture objective, law-like relationships between 
variables, but also the need to employ methods which engage with the interpretive subjectivity 
(the mind-sets) of individuals. 
Furthermore, a mixed-methods approach is also particularly appropriate for this thesis because 





leadership need satisfaction, motivation processes, and willing organizational commitment; but 
also why some employees who do not see their leaders as transformational, nevertheless 
develop willing organizational commitment. That type of understanding cannot be reached 
without interviewing individual organizational members to discover their differing ways of 
interpreting experience. 
3.2 Scope of the Research  
This researcher has chosen an Australian manufacturing organization and compared it to a 
healthcare sector organization in Australia, and she has chosen an Iranian manufacturing 
organization and compared it to the Australian manufacturing organization, for the following 
reasons. 
Firstly, according to  Selected Facts and Statistics on Australia’s Healthcare Sector (2011, P.9)  
the labour productivity of both the healthcare and manufacturing sectors in Australia is lower 
than the average labour productivity of all industries in Australia which stresses the importance 
of organizational commitment development in order to create maximum performance.  
Secondly, the Australian Industry Report (2014) (Source: ABS cat. no. 6291.0.55.003 cat. no. 
5204.0) shows that both the healthcare and manufacturing sectors are experiencing dramatic 
changes in employment growth. Although they hold relatively similar positions in the  income 
range (medium), they are positioned on opposite ends of the employment growth  range with 
462000 jobs gained  (2003-04 to 2013-14) in healthcare sector and  92000 (2003-04 to 2013-
14) jobs lost in manufacturing as shown in Appendix E (Australian Industry Report, 2014, p.5). 
Investigating ways to develop or maintain employees’ commitment is particularly pertinent for 
these two industries which are holding the highest places in employment growth change.   
Thirdly, given the indispensable and unavoidable role that culture plays in shaping people’s 





may play in the development of organizational commitment in Australian organizations, given 
the increasingly multicultural nature of Australian workplaces. This research therefore also 
includes an Iranian manufacturing organization which enabled the author to conduct a cross-
cultural comparison of the findings.   
In response to questions posed about the universality of the leadership concept, Dastmalchian 
et al. (2001) studied effective leadership and culture in Iran. They explored the contributors to 
effective leadership in Iran, taking both an emic and etic approach.  Scholars who subscribe to 
the etic view (Yavas 1995, for instance) argue that global institutions and common industrial 
practices are converging upon a leadership style which is universally accepted. On the other 
hand, scholars who subscribe to an emic view towards leadership believe that employees’ 
perception of leadership is shaped by specific cultural traditions and values.  Dastmalchianet 
et al. (2001) have revealed seven factors relevant to understanding effective leadership in Iran. 
Five out of their seven factors were culturally dependent. These ongoing controversies about 
whether effective leadership behaviours are universal or are culturally dependant explain why 
the researcher decided to compare and contrast data from Australia and Iran as has sought to 
understand the potential impact of culture in the development of organizational commitment 
through leadership practices. 
3.3 Sampling 
A combination of non-proportional quota sampling and purposive sampling has been employed 
in this research. The author initially contacted the human resource departments of three 
organizations to gain access to the contact details of their employees in each stratum of the 
identified organizational populations and then questionnaires were distributed to all accessible 
identified populations. The researcher’s network was relied upon in gaining initial access to 





Non-proportional quota sampling, which is the non-probabilistic analogue of stratified random 
sampling, was central to ensuring the heterogeneity of the representative samples from each 
(Collis & Hussey 2009). Precaution was utilized to ensure reliability of the data collection 
process and to gain trust as a researcher independent of the organizations. The use of a locked 
box to house the completed questionnaires, providing sealable envelopes with RMIT’s logo, 
and an introductory email combined with introductory meetings, and arranging interview 
locations outside of the organizations all combined as a set of precautionary measures taken to 
build trust and to ensure reliability of the collected data.  
In the second stage of this research, the qualitative stage, the author purposely selected 
interviewees based on their scores on some constructs measured in the quantitative part of the 
research. This decision was guided by the research questions that the author wished to address 
through interviews and interpretations.        
3.4 Variable-centred Quantitative Research 
3.4.1 Survey Questionnaire  
This stage of the research was designed to test the relationships hypothesized in chapter 2, and 
involved survey-based data gathering, focusing primarily on measurements of transformational 
leadership components, need satisfaction, motivation processes and commitment profiling. 
Survey questionnaires have been widely utilized for collection of data in management research. 
Survey questionnaires provide standardized questions for each respondent which is a suitable 
method of collecting data from a large sample size (Saunders, Lewis & Thornhill 2009). 
Standardized questions also lay the groundwork needed for comparison of findings from 
diverse cultural and industrial contexts.   
The survey questionnaire utilized in this research comprised four sections and incorporated 68 





Leadership Questionnaire (MLQ) developed by Avolio and Bass (1995) to measure leadership 
types and components.  
Twelve questions were originally designed by Meyer et al. (1993) as a means of quantifying 
the three forms of organizational commitment.  
To measure motivation at work, twelve questions established by Gagne et al. (2008) were 
adapted. Three forms of need satisfaction were also measured using 12 questions developed by 
La Guardia et al. (2000). Seven questions were included to capture the demographic 
background of the respondents as well as their organizational positions and reporting 
directions. The last question was for respondents to inform the researcher whether they were 
interested in participating in a follow-up interview. Answering that question was optional and 
respondents who answered ‘yes’ to this question were asked to also provide their contact 
details.    
3.4.1.1 Survey Questionnaire Development 
Well established instruments were used in the development of the questionnaire. To test content 
validity, however, the following measures were undertaken. 
Expert Evaluation   
The questionnaire was evaluated by senior academics from the Graduate School of Business 
and Law and the School of Management at RMIT University. Formative constructs of the 
model were a central part of this evaluation (Diamantopolous & Winklhofer 2001). After 
receiving feedback from those academic experts, the design and format of the questionnaire 
was refined to enhance its readability and appearance. Some questions were reverse phrased to 





The original version of the questionnaire was translated into Farsi by the researcher to collect 
data from Iran.  
Pilot Test     
Prior to the distribution of the final questionnaire, a pilot test was conducted. Ten people from 
manufacturing and six academics (Higher Degree by Research candidates and lecturers) were 
involved in a pilot test of the English version. Ten people from manufacturing were involved 
in the pilot test of the Farsi version. The objective was to obtain feedback regarding the time 
required to complete the questionnaire, language, format and clarity of the questions. 
Respondents were given the options to complete online or hardcopy version of the 
questionnaire. Iranian respondents also had the options to complete English or Farsi version of 
the questionnaire.     
Participants from Australia reported that they had no preference over online or hardcopy 
versions. Iranian participants reported that due to insufficient internet access they preferred the 
hardcopy version. On average, the participants required about 45 minutes to complete online 
and hardcopy versions in either language. Farsi speaking participants were interviewed to 
investigate their understanding of the concepts and based on the results of the interviews the 
concepts were verified as being understandable and clear.  
The conceptual framework for this research consists of four main constructs as illustrated in 
Figure 1-1 that was presented earlier, in Chapter Two. The following sections explicate the 
measures for each construct. 
3.4.1.2 Measures of Leadership    
The 5X short version of the Multi Factor Leadership Questionnaire (MLQ) developed by 





inspirational motivation, intellectual stimulation, individual consideration, contingent reward, 
management by exception, and laissez-faire. Four items are used to measure each component. 
The components which reflect the transformational leadership elements of MLQ are idealised 
influence, inspirational motivation, intellectual stimulation and individual consideration. 
Idealized influence is separated into two components of idealized influence behaviour and 
idealized influence attributed. Items measuring idealized influence behaviour refer to leaders’ 
behaviour regarding their ability to emphasise a sense of mission, consider the ethical 
consequences of their decision and talk about their purpose. Items measuring idealized 
influence attributed refer to the way leaders are perceived by, and therefore experienced by, 
employees regarding their power, confidence, and transcendent ideals. For example “My 
manager/supervisor displays a sense of power and confidence”, straightforwardly captures 
whether the manager is perceived as a confident leader.   
3.4.1.3 Measures of Organizational Commitment  
As explained earlier, organizational commitment can take three forms: affective commitment, 
normative commitment, and continuance commitment. Those three forms of commitment were 
measured by 12 items developed by Meyer et al. (1993). Their test items are reproduced below. 
Organizational Commitment  
Affective Commitment  
 I would be very happy to spend the rest of my career with this organization.  
 I really feel as if this organization's problems are my own.  
 I do not feel a strong sense of "belonging" to my organization.  
 This organization has a great deal of personal meaning for me.  
 
Normative Commitment  
 Even if it were to my advantage, I do not feel it would be right to leave my organization 
now.  
 I would feel guilty if I left my organization now.  
 I would not leave my organization right now because I have a sense of obligation to the 





 I owe a great deal to my organization.  
 
Continuance Commitment  
 Right now, staying with my organization is a matter of necessity as much as desire.  
 I feel that I have too few options to consider leaving this organization.  
 If I had not already put so much of myself into this organization, I might consider 
working elsewhere.  
 One of the few negative consequences of leaving this organization would be the 
scarcity of available alternatives.  
 
Meyer et al. (1993) 
3.4.1.4 Measures of Psychological Need Satisfaction 
Basic psychological need satisfaction consists of three elements that are central to self-
determination theory. According to Deci and Ryan (2000) satisfaction of the needs for 
autonomy, relatedness, and competence is required for healthy functioning of people. The test 
items used for measurement of basic psychological needs were adapted from the scale 
developed by La Guardia et al. (2000). The original scale was requested and received from the 
self-determination website. It is reproduced below. 
 
Basic Psychological Need Satisfaction 
Autonomy  
 I feel like I can make a lot of inputs to deciding how my job gets done. 
 I am free to express my ideas and opinions on the job. 
 When I am at work; I have to do what I am told. 
 My feelings are taken into consideration at work. 
 
Competency  
 I do not feel very competent when I am at work. 
 I have been able to learn interesting new skills on my job. 
 Most days I feel a sense of accomplishment from working. 







 I really like the people I work with. 
 I get along with people at work. 
 People at work care about me. 
 There are not many people at work that I am close to. 
 
La Guardia et al. (2000) 
3.4.1.5 Measures of Motivation  
Gagne et al. (2008) developed and validated a scale to measure the multidimensional concept 
of motivation at work. Their scale was based on self-determination theory which allows for the 
level of motivation and type of motivation. Gagne et al. (2008) assessed the structure of their 
Motivation at Work scale through the use of confirmatory factor analysis with invariance tests. 
They also examined the links between their motivation at work scale and outcomes relevant to 
organizational behaviour (Gagne et al. 2008).   
This scale measures motivation at the domain level of work. The items of motivation at work 
scale measure different work-related behavioural regulations (Gagne et al. 2008). Lack of any 
type of motivation was excluded as the originators wanted to focus on active types of 
motivation in organizations (Gagne et al. 2008). They argue that distinguishing integration 
items from identification items psychometrically is very difficult (Vallerand et al. 1992) and 
consequently they have excluded the integration items from the motivation at work scale. 
Twelve items were adapted from the motivation at work scale to measure four dimensions of 
motivation: external motivation, introjected motivation, identified motivation, and intrinsic 







Motivation at Work  
Intrinsic Motivation   
I do this job, because I enjoy this work very much. 
I do this job, because I have fun doing my job. 
I do this job, for the moments of pleasure that this job brings me. 
 
Identified Motivation  
I do this job, because this job fulfils my career plans. 
I do this job, because this job fits my personal values. 
I do this job, because I have to be the best in my job, I have to be a ‘winner’. 
 
Introjected Motivation  
I do this job, because my work is my life and I don’t want to fail. 
I do this job, because my reputation depends on it. 
I do this job, because this job affords me a certain standard of living. 
 
External Motivation  
I do this job, because it provides me with a lot of money. 
I do this job for the pay-check. 
I chose this job because it allows me to reach my life goals. 
 
Gagne et al. (2008) 
 
3.4.2 Participants 
Survey respondents were drawn from two Australian organizations (one from the 
manufacturing sector and one from the healthcare sector) and one Iranian manufacturing 
organization. Collection of data from two different industries in the same cultural context 





two manufacturing organizations in two different cultural contexts allowed the author to take 
a cross-cultural approach in studying the impact of culture in the development of organizational 
commitment. In discussing research strategies for comparative multi-society studies, Jiing-Lih 
Farh et al. (2004) refer to Hofstede (1980, p.35) who explained that "If we want to prove 
universality of micro-level laws, it is more meaningful to test them in Sweden, Japan, and 
Zambia than in Sweden, Denmark, and Norway." In other words, an appropriate strategy for 
exploring the role that culture may play in the putative relationships between leader behaviours 
and the development of employee willing organizational commitment is to compare and 
contrast data from Australia with data from a demonstrably different economic system and 
culture. The author considers that Iran provides that difference.   
 The initially planned sample size was a minimum of 90 responses across three organizations 
but through to the use of precautionary measures to gain trust from participants, 370 completed 
questionnaires were received with 100 responses from the Iranian manufacturing organization, 
90 responses from the Australian manufacturing organization, and 180 responses from the 
health care organization in Australia. This sample size was consistent with recommendations 
from partial least squares literature (discussed more fully in the next section) which emphasizes 
that “whereas sample size is by far the most important factor driving parameter accuracy in 
Maximum Likelihood-based Co-variance based Structural Equation Modelling (ML-based 
CBSEM), it plays a less important role in PLS” (Reinartz et al. 2009, p. 342).  Hair et al. (2012) 
comment that “as a popular rule of thumb for robust PLS-SEM estimations, (use) a minimum 
sample size of ten times the number of paths aiming at any construct in the outer model” (Hair 
et al. 2012, p.420).  
3.4.3 Data Collection 
The author held introductory meetings with authorised people (gatekeepers) in the three 





these meetings included an introduction to the research through meeting with, or emailing 
information to employees at all levels of the organizations. These introductory steps 
emphasized that the researcher was external to the organization and that the data which was to 
be collected would only be accessible by the researcher. The online questionnaire was designed 
using Qualtrics.  
Participants were given the option to complete the online version or to complete hardcopy 
questionnaires. Three research assistants were recruited in Iran to distribute and collect the 
questionnaires from the participants. Research assistants were provided with written 
instructions and were briefed prior to conducting their work, in a one hour session. Data 
collection was conducted over a period of 4 months, from December 2013 to March 2014.    
A survey package including a cover letter and a survey questionnaire was provided to each 
participant. The cover letter included the formal invitation to participate in the survey, contact 
details and affiliations of the primary researcher and supervisors, complaint procedures, and 
the objectives of the research. The objectives of the research and the theoretical concepts of the 
research were explained in plain language so as to be understandable to respondents at all levels 
of the three organizations. An accompanying cover letter also indicated that participation in the 
survey was entirely voluntary and that confidentiality of the data was guaranteed.  
The cover letter and sample questions were submitted to the College Human Ethics Advisor 
Network (CHEAN), of RMIT University prior to data collection. The ethics approval was 
granted on 9th of April 2013.  Invitation to participate in the survey which was provided to each 
participant is presented in Appendix A. Appendix D presents the ethics approval which was 





3.4.4 Data Analysis Procedure 
Three steps of data screening, validation of the measurement model, and evaluation of the 
structural model were undertaken prior to data analysis as recommended by Hair et al. (2011). 
Data sets were visually inspected to identify and correct errors. Furthermore IBM SPSS 
Statistics Version 22 was employed to detect missing data, unengaged responses, and to test 
for violations of statistical assumptions such as normality (Pallant 2006; Hair et al. 2007). 
Analytical tools of Partial Least Squares structural equation modelling and Smart PLS 3.0 were 
employed to assess the measurement and structural models. The rationale for taking this 
approach will be explained in the following section.          
3.4.5 Structural Equation Modelling (SEM) 
A broad range of analytical tools have been used in the analysis of quantitative data. Among 
them, the structural equation modelling (SEM) technique as a second generation data analysis 
technique provides a range of tools such as correlation analysis, discriminant analysis, multiple 
regression, exploratory factor analysis, and analysis of variance - tools which are not provided 
by first generation data analysis techniques (Bagozzi & Yi 2012). A more rigorous analysis of 
the structural model is provided by SEM as it combines factor analysis and testing of 
hypotheses in the same procedure (Gefen et al. 2000).  
There are two distinct approaches when applying structural equation modelling (SEM): one is 
covariance-based SEM (CB-SEM) with a maximum likelihood estimation approach which is 
more widely used and the other one is PLS- SEM or variance-based SEM (Hair et al. 2011). 
These two approaches are distinctly different in their characteristics and objectives which 
should be taken into consideration when applying each of them. One of the main differences 
in the performance of these two approaches is the estimation procedure. PLS-SEM applies an 
ordinary least square regression-based method which estimates the path relationships in the 





Square (R²) value of the target construct are estimated through PLS- SEM Analysis (Hair et al. 
2014).  
CB-SEM however, is focused on the overall fit of an observed covariance matrix with the 
hypothesised model through the application of maximum likelihood estimation (Gefen et al. 
2000). This feature of CB-SEM limits its ability in theory development research contexts. PLS-
SEM is the more appropriate analysis technique for theory development research because of 
its ability to predict the significance of the relationships and maximise the R Square (R²) of the 
target construct (Gefen et al. 2000).  
There are some assumptions regarding the sample size, simplicity of the model, data 
distribution, nature of the theory, and nature of the constructs which limit the ability of the CB-
SEM in the analysis of data, despite its popularity. For example CB-SEM works efficiently 
when a large sample size requirement along with multivariate normality assumptions is met 
(Henseler et al. 2009; Gotz et al. 2010). Obtaining a significant sample size to meet the 
assumptions of traditional statistical techniques in organizational research can be a challenge 
(Sosik et al. 2009), especially when comparing the results gained from different organizations 
with different sizes. To address this issue and some other challenges in the use of traditional 
statistical techniques, Partial Least Squares (PLS) was developed by Wold (1975) in the social  
sciences and has been utilized widely by researchers in various areas such as science, 
leadership, social science, and psychology (Henningsson et al. 2001). 
Furthermore, regarding the nature of constructs, CB-SEM is viable only if the conceptual 
model of the research does not include formative constructs. This is because all measurement 
items or indicators are assumed to be reflective in nature when applying CB-SEM (Chin 2010). 
This default assumption has led to misspecification in the measurement of formative constructs 





constructs. Consequently formative constructs have been treated as reflective constructs due to 
the constraints embedded in the analysis method of CB-SEM (Albers 2010). 
According to Hair et al. (2014) when assumptions of CB-SEM regarding minimum sample 
size, maximum model complexity, and normality of the data are violated, PLS-SEM is a good 
methodological alternative.       
3.4.6 Partial Least Squares (PLS) 
The Partial Least Squares (PLS) analysis method has been widely applied in various business 
disciplines such as management, leadership, and marketing (e.g. Sosik et al. 2009; Gupta et al. 
2010; Xue et al. 2011; Hahn et al. 2012; Hankinson 2012; and Hauschildt & Konradt 2012). 
According to Hair et al. (2012a) the cumulative number of studies between 1985 and 2010 
employing PLS in data analysis in the strategic management field has significantly increased. 
Researchers in the management area, in which complex models with a combination of 
formative and reflective constructs are inevitable due to the nature of the concepts, appreciate 
the flexibility of PLS-SEM in regards to handling complex models and formative constructs. 
Whereas estimation of complex models that accommodate many latent variable and/or 
indicators is often impossible when applying CB-SEM, PLS-SEM has no such restrictions to 
estimate complex models Hair et al. (2014). 
PLS was originally proposed by Herman Wold in 1975 in response to the problems found in 
data modelling in the social sciences (Sosik et al. 2009). PLS maximizes the covariance 
between the predictor and dependent variables through the use of dimensional reduction 
methodology (Sosik et al. 2009) to deal with highly correlated data. On structural model 
relationships or measurement of constructs, PLS-SEM emphasises exploration rather than 
confirmation which makes it a more appropriate method for prediction of, and application of, 





underlying data such as sample size in PLS-SEM (Hair et al. 2014).This feature offers an 
additional advantage in management research areas.  
PLS-SEM was labelled as a ‘soft-modelling’ technique by the developer of the method, Wold 
(1982), because of its flexible approach toward distributional assumptions (Hair et al. 2014).  
Predictor specification as the basis of PLS modelling applies a soft distributional assumption 
in the estimation of parameters (Chin 2011). Data is therefore not required to fulfil the normal 
distribution assumption when PLS is applied for data analysis (Henseler et al. 2009). In 
contrast, the maximum likelihood estimation applied in covariance-based SEM depends upon 
the hard distributional assumption for which normality of the data is required (Chin 2010).      
The use of Partial Least Squares has introduced a significant improvement in organizational 
and psychological research, because most data sets used in organizational and psychological 
research involve formative constructs and also a large number of variables in relation to a small 
group of subjects. Often a small set of dependent variables are predicted based on a large 
number of independent (predictor) variables (Henningsson et al. 2001). In addition, some 
variables are not completely independent (collinearity) and correlate with each other. Partial 
Least Squares as a multivariate approach which generalizes and combines features from 
principal component analysis and multiple regression has been applied broadly by 
psychological and organizational researchers to overcome these challenges (Henningsson et al. 
2001). 
The influence of additional independent variables on the relationship between a particular 
independent variable and a particular dependent variable can be examined and explained by 
applying mediation analysis as identified by Baron and Kenny (1986). Mediation analysis has 





behavioural concepts (Rose et al. 2004), and has been widely used in psychological research 
(Mackinnon et al. 2007).  
According to Mackinnon et al. (2007) mediating variables form the basis of many 
psychological theories which are broadly utilized in contemporary research.  Since the 
psychological needs concept is central to this research, applying mediation analysis is 
appropriate. PLS-SEM requires less restrictive assumptions about the model and data and can 
generate unbiased estimates of parameters with considerably smaller sample sizes. The 
predictive approach in PLS-SEM draws the attention of researchers to the degree to which a 
set of independent constructs can lead us to predict the behaviour of the dependent construct 
(target construct ) without the assumption that constructs in a model can predict a full account 
of the target construct. Non-parametric prediction oriented measures such as R Square (R²) for 
dependent latent variables, re-sampling procedures of bootstrapping, and average variance 
extracted (AVE), are applied in PLS-SEM with a central predictive specification (Chin, 2010).   
3.4.7 Reasons for Using PLS 
PLS has been employed in this research for the following reasons. First, the conceptual model 
of this research includes a combination of reflective and formative constructs. More 
importantly, the target construct of this research is a formative construct supported by literature.  
In contrast to CB-SEM which treats all constructs as  reflective constructs, PLS has no 
limitation in computation of cause-effect relationship models that combine both reflective and 
formative constructs (Henseler et al. 2009) and is considered the primary approach when 
conceptual models incorporate both formative and reflective constructs (Hair et al. 2014). 
Secondly, the theoretical and relational assumptions of this study are based on concepts with 
large numbers of variables and consequently larger number of indicators. The main constructs 





complex nature of organizational behaviour research which is reflected in this study requires a 
model which accommodates a large number of variables and hierarchical constructs for which 
PLS-SEM is proposed to be the most suitable data analysis method (Hair et al. 2014). PLS-
SEM can evaluate a large set of relationships among constructs in the hypothesized model. 
PLS-SEM estimates the parameters of hierarchical constructs through repeated use of 
indicators in the development of higher-order constructs (Wetzels et al. 2009). 
Thirdly, the objective of this research is to examine the significance of the relationships 
between leadership styles and forms of organizational commitment. This study is also focused 
on exploring the role that psychological need satisfaction and motivation processes play in 
explaining this relationship. PLS-SEM is proposed as a preferred method by Hair et al. (2014) 
when the objective of the research is explanation of variance. PLS maximises the explained 
variance in the dependent constructs (Hair et al. 2011). PLS-SEM as a method based on causal-
predictive analysis (Anderson & Gerbing 1988) is particularly appropriate for this study which 
seeks to predict the significance of the relationship between leadership styles and 
organizational commitment and is focused on exploring the mediation influences of need 
satisfaction and motivation processes on this relationship.  
3.4.8 Reflective and Formative Constructs Specification 
Often in management literature, latent or unobserved variables are identified by covariance 
relations between the observed variables or indicators and latent variables (Coltman et al. 
2008). In a reflective measurement model, causality is directed from latent variables to 
indicators which mean any change in a latent variable can be detected in the indicators. In a 
formative measurement model, the number of indicators is combined to form a latent variable. 
In the case of formative constructs, causality flows from indicators to the latent variable 





To assign meaningful relationships in the conceptual model, the distinction between formative 
and reflective constructs is crucial (Coltman et al. 2008). The distinction between reflective 
and formative specifications of the constructs occurs at two different levels in designing a 
conceptual model. First, the measurement level indicators are defined to measure the latent 
variable. At this level, indicators can be specified as reflective or formative based on the causal 
relations between the indicators and the latent variables. Second, in forming relationships 
among constructs in a multi-dimensional model, the nature of the relationship between higher 
orders constructs and first order constructs can be specified as formative or reflective based on 
the theorized associations between constructs (Baxter 2009).   
At the measurement level, two distinct measurement models of the principal factor model and 
the composite latent variable model have been introduced by Jarvis et al. (2003). In a principal 
factor model which is a reflective model, the causality flows from construct to indicators, which 
means the variation in an observed variable is associated with variation in a latent variable. In 
other words any change observed in indicators reflects changes in the latent construct (Coltman 
et al. 2008). The numbers of indicators (observed variables) that measure one latent variable 
are expected to be highly correlated as they reflect the same change in the latent variable. 
Therefore, the reflective indicators of a latent variable share a common theme and are 
interchangeable with exclusion or inclusion of one or more indicators from the measurement 
model does not alter the content validity of the construct. However, in a composite latent 
variable model or a formative measurement model, causality flows from indicator to the latent 
construct.  
In articulating a formative construct by the combination of a number of indicators, no 
assumptions are made to the pattern of inter-correlation between indicators (Coltman et al. 





construct is sensitive to the number and types of indicators and adding or removing indicators 
from a formative model will change the meaning of the latent construct significantly (Coltman 
et al. 2008). 
Podsakoff et al. (2006), assessing 257 constructs in the management research area, have found 
that many of those constructs are more appropriately modelled as formative constructs, 
although they are often measured by reflective indicators. Misspecification of the measurement 
model can lead to severely biased results (Jarvis et al. 2003). Incorrect identification of 
reflective and formative constructs can cause bias estimation of the relationships in a structural 
model and consequently result in incorrect conclusions and alter the nature and meaning of the 
construct which in turn can lead to poor decision making by management (O’Cass & Carlson 
2012). Therefore correct identification of formative and reflective constructs is the first 
fundamental step before building a conceptual model. Understanding the differences between 
formative and reflective constructs assists researchers with the employment of suitable data 
analysis methods and the selection of appropriate criteria in reliability and validity assessment 
(Diamantopoulos & Winklhofer 2001).   
A correct understanding of the reflective and formative nature of constructs was important in 
the building of the conceptual model of this research. Constructs can be linked to other 
constructs in the model, reflectively or formatively, and combine to form a multidimensional 
model. The nature of the relationships in a multidimensional model is driven from theory and 
theory indicates the number of dimensional levels in the model as well as their relationships 
(Johnson et al. 2012). Multidimensional models can accommodate constructs with different 
levels of abstraction. Some constructs are specified as higher order constructs with higher 
levels of abstraction that involves more than one reflective or formative construct (Coltman et 





linked to other constructs with a similar level of abstraction (Chin 1998).  Coltman et al. (2008) 
have referred to the following rationales in supporting the use of hierarchical latent variable 
models over the use of models with lower order dimensions. Firstly, reduction in complexity 
of the model and theoretical parsimony is introduced as a rationale (Becker et al. 2012). 
Secondly, hierarchical latent variable models have the advantage of matching the level of 
abstraction for predictor and criterion constructs (Johnson et al. 2012). Thirdly, “the 
introduction of hierarchical latent variables in SEM allows for the assessment of reliability, 
construct validity and monological validity” (Coltman et al. 2008, p.360). 
3.5 Qualitative Research 
Although a comprehensive and more discursive account of the approach taken in the second, 
qualitative, stage of this research will be provided in Chapter Five, it is necessary to give at 
least a preliminary account here in order to explain how the qualitative research fits within the 
overall research design. Data from the first, quantitative, stage of research was analysed before 
commencing the qualitative stage. This was done because interviewees who contributed to the 
in-depth qualitative investigation were selected purposively based upon their survey responses 
and in particular based upon the relevance of those survey responses to sub-question three (Why 
and how do some employees who do not see their leaders as transformational, nevertheless 
develop willing organizational commitment).  
Analysis of survey responses enabled the researcher to identify a proportional number of 
interviewees in three categories: (1) people who perceived their supervisor/manager’s 
leadership style as aligned with transformational leadership and who also developed positive 
organizational commitment; (2) outliers who perceived their supervisor/manager’s leadership 
style as transformational, but who nevertheless did not develop positive organizational 
commitment; and (3) outliers who did not perceive their supervisor/manager’s leadership style 





Interviews were semi-structured, with a core set of previously designed questions based upon 
key indicators of the three central constructs. In addition to the core questions, the interviewer 
adopted a recursive strategy to pursue deeper understandings of ways in which different 
individuals make sense of their managers’/supervisors’ leadership styles and therefore respond 
to similar leadership behaviours.  
Semi-structured interviews can provide a deep understanding of the underlying grounds for 
attitudes, opinions, and decisions. In addition, the flexibility of taking a semi-structured 
interviewing approach allows for a mutual discovery process, as the researcher and interviewee 
together work to uncover meanings (Saunders et al. 2009; Neuman 2011). The interview 
questions consisted of closed, factual and specific questions, (e.g. demographical information 
of participants and general information of organizations), open questions (e.g. reasons for 
participants’ commitment, how participants feel about their managers/supervisors, etc.) and 
probing questions (Saunders et al. 2009). Please see Appendix F for interview question guides. 
3.5.1 Qualitative Data Analysis 
The qualitative data analysis software program OSR NVivo 10 was employed to conduct the 
coding and analysis of interview transcript data. Interview data can be understood directly in 
the language employed by the interviewees but that form of understanding limits the analysis 
to the level of restating and describing: five interviewees, for instance, “stated that they felt 
undervalued by their workplace leader”. Consequently, such statements would be coded as 
‘undervalued’, which remains at the level of restatement. 
The interviews were then coded based on theoretical concepts and using the open coding 
approach. The author broke down the data to look for distinct concepts which resonate with the 
literature. For example, the statement “...I can do this more efficiently and quicker but my 





with the code “Autonomy (lack of autonomy)”. To code other statements which could not be 
related to the initial conceptual framework of this research, the literature was re-examined to 
identify the most relevant theoretical concept in relation to a particular statement. To ensure 
the clear understanding of such statements, codes were reviewed when coding of one particular 
interview was completed and a statement was interpreted in relation to other relevant 
statements in the interview. Reviewing and rereading of the interview transcriptions confirmed 
that selected concepts and categories accurately represented the responses. Some first order 
codes such as, ‘affective commitment’, ‘normative commitment’, and ‘continuance 
commitment’ were unitised into higher order codes such as organizational commitment.   
In the next stage of the data analysis, axial coding was conducted to identify the relationships 
between categories, using NVivo’s relationship nodes and matrix coding queries (Saunders et 
al. 2009). At this stage, having a manageable number of interviews assisted the author to 
conduct an in-depth interpretation of the categories in order to induce theory. To go beyond 
descriptive, axial, and theoretical coding, deeper interpretation was needed, and the author then 
took an in-depth interpretive approach in analysing the data.  
In this sense then, to interpret is to see deeper meanings within the whole set of interviews that 
are not necessarily visible to individual interviewees – not only because they do not have the 
opportunity to consider the meaning of the interview set as a whole, but also because they do 
not typically think and speak in the concepts developed by previous theorists. To take another 
example, when four interviewees stated that they felt uncomfortable when singled out for praise 
by their supervisor, the author interpreted that data by nesting psychological needs theory 
within cultural theory. Consequently, those comments were taken to mean that although the 





interviewees and survey respondents - unlike other interviewees and survey respondents, that 
need was felt and lived in terms reflective of a different background national culture.  
3.5.2 Reliability and Validity of the Qualitative Research 
  
Reliability and validity of findings refers to credibility and objectivity of the research. The 
reliability of research relies in part upon the reproducibility of the results. Sounder et al. (2009) 
refer to repeatability of the research procedures and findings on other occasions and by other 
researchers as a measure of reliability. Validity refers to originality and authenticity of the data 
and refers to the extent to which results truthfully represent the phenomenon (Neuman 2011). 
To substantiate reliability and validity of the research, a range of techniques were employed as 
follows: 
 Participants were interviewed at different times of the day or week to decrease 
participant error (Saunders et al. 2009, p.156).  
 Voluntary participation was ensured and there was no dependent relationship between 
the researcher and the interviewees, to reduce participant bias (Saunders et al. 2009, 
p.156). 
 Interview questions were semi-structured, to reduce interviewer error (Saunders et al. 
2009, p.157). 
 Data was collected from different organizational levels thereby mitigating a narrowing 
of perspective. 
 Coding was used in analysis of interview transcript data and specific coded descriptions 
were returned to participants for their review and accuracy checking, to reduce 
researcher bias (Saunders et al. 2009, p.157). Taking all the considerations discussed 
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3.6 Ethical Issues  
This research falls into the low risk category based on the ‘ethics checklist step-by-step guide’ 
produced by RMIT (2013). Approval from the Business College Human Ethics Advisory 
Network (BCHEAN) was granted before the data collection. All the informants were provided 
with research details which included research objectives, research title, expected outcomes, 
data collection methods, and the researcher’s and her supervisors’ identities prior to the data 
collection. Interviews were only conducted after receiving consent from informants. 
Informants were made fully informed of the confidentiality procedures and their right to 
withdraw from the research at any stage.   
Five measures were undertaken to ensure that participation was fully voluntary during the data 
collection. (1) An information sheet including the research details was sent to each informant 
along with the questionnaire during the quantitative data collection. Informants were invited to 
participate in the follow up interview and they were asked to enter their contact details if they 
wished to accept the invitation. Informants were reminded of their right to withdraw at any 
stage of the data collection. (2) Time and location of the interviews were arranged after 
consultation with the informants. Informants had the choice of after work hours for their 
convenience (Cooper & Schindler 2008). (3) Informants were reminded of their right to 
withdraw at the beginning of each interview session. (4) At the commencement of each 
interview session, informants were made aware that they were free to refuse to answer any of 
the questions. (5) Informants were asked for their permission to audio-record the interview.  
To protect the privacy of the informants and their organizations, confidentiality was maintained 
during data collection and data analysis. The procedures were undertaken as follows to ensure 
that informants and their organizations were not identifiable: (1) Codes and numbers were used 





Informants’ personal details and organizational details were completely anonymised during 
data collection and analysis. Files including informants’ details such as names and educational 
background were stored in separate locations (Veal 2005). (3) Only information compatible 
with the research purpose (names, office email, office numbers, positions and name of 
companies) was collected and stored (Saunders et al. 2009). (4) In order to avoid an individual 
being indirectly identified, the author ensured that no direct or indirect reference was made to 
the data gained from a particular informant during the interviews with other informants 
(Saunders et al. 2009). (5) All correspondence with a particular informant was maintained as 
confidential. No emails or letters were forwarded to informants (Saunders et al. 2009). (6) 
Anonymity of the informants and the organizations was maintained throughout the research 
project. Codes and numbers were used to represent informants and the organizations in all 
publications (PhD thesis and any subsequent articles). 
















Quantitative Data Analysis and Findings 
This chapter presents the analysis of the data that was collected during the quantitative stage 
of the research. That analysis is followed by Chapters Five and Chapter Six which present the 
data analysis and findings from the qualitative stage of the research. Chapter Seven then 
explains how findings from both stages of the research are meaningfully integrated to provide 
a comprehensive model of the factors and processes which contribute to the development of 
willing organizational commitment.  
Results obtained from the quantitative survey were used in the selection of informants for the 
qualitative stage of the research. Finally, the interpretive findings induced from the qualitative 
stage of the research were employed in a reconsideration of the results achieved in the 
quantitative part of the study.  
This chapter is structured into sections to address the hypotheses that were developed and 
detailed in the literature review chapter. The first section of this chapter provides a summary 
version of the methods used in data analysis including participants’ characteristics, data 
screening, and measurement of constructs. The first set of hypotheses is focused on the 
idealized influence/charismatic component of transformational leadership and those 
hypotheses were formulated to explore the impact of this component of transformational 
leadership on the development of willing organizational commitment amongst employees. To 
explore the potential impact of culture on employees’ perceptions of idealized influence 
(charisma) and subsequently to measure its impact on the development of willing 
organizational commitment, the author compared data collected from Australian and Iranian 





The second set of hypotheses discussed in this chapter was designed to explore the impact of 
transactional leadership on the development of willing organizational commitment. This set of 
hypotheses focused on the mediating role of psychological need satisfaction in the sense that 
need satisfaction is examined for its potential to explain the relationship between transactional 
leadership and willing organizational commitment.   
The author also sought to explore the potential impact of industry type on explaining the 
relationship between transactional leadership and willing organizational commitment by 
comparing the data collected from a healthcare organization in Australia with the data collected 
from a manufacturing organization in Australia.  
In the last section of this chapter, the author seeks to explain the motivation internalization 
process through the final set of hypotheses. In doing so the author chose to build a model with 
the most valent component of leadership in the Australian manufacturing sample, idealized 
influence-behaviour, which was also explored in examining the first set of hypotheses. The 
decision to use only the data from the Australian sample was informed by the nature of the 
internalization process. Demonstration of the internalization process impact through 
quantitative analysis is not straightforward. To further explore the internalization process the 
findings regarding internalization are supplemented, in Chapter Five and Chapter Six, by the 
interpretive approach that was employed in the second stage of this research. Chapter Five and 
Chapter Six are focused only on Australian manufacturing data which is why the quantitative 
analysis of the internalization process in this chapter is limited to Australian manufacturing. 
4.1 Data Analysis 
According to Ringle et al. (2012), the minimum sample size required in analysing data using 
Partial Least Squares (PLS) follows two rules of thumb. The first rule of thumb is to use at 





second rule of thumb is to use at least 10 times the largest number of structural paths directed 
at one construct. Since all constructs in the first-order measurement model are reflective, this 
study follows the second rule. The largest number of paths directed at any one construct in this 
research is six which are directed at the target construct of willing organizational commitment. 
Following the second rule of thumb, this study requires at least 60 samples in order to achieve 
reliable outcomes. Furthermore Marcoulides and Saunders (2006) argued that the ten times rule 
of thumb offers only a rough estimation of minimum sample size requirement and they 
recommended conducting power analysis in order to achieve a high power of hypothesis 
testing. Therefore in addition to following the rule of thumb this study conducts a power 
analysis, following the guideline provided by Cohen (1992) (Table 4.1). 
To determine the minimum sample size for a statistical power of 80%, the author followed the 
four criteria of 1) Significant level of 5% 2) Statistical Power of 80% 3) Maximum number of 
arrows directed at a construct 4) Factor loading of above 0.7 in the measurement model.  




Pointing at a 
Construct  
Significant Level  
1% 5% 10% 
Minimum R² Minimum R² Minimum R² 
0.1 0.25 0.50 0.75 0.1 0.25 0.50 0.75 0.1 0.25 0.50 0.75 
2 158 75 47 38 110 52 33 26 88 41 26 21 
3 176 84 53 42 124 59 38 30 100 48 30 25 
4 191 91 58 46 137 65 42 33 111 53 34 27 
5 205 98 62 50 147 70 45 36 120 58 37 30 
6 217 103 66 53 157 75 48 39 128 62 40 32 
7 228 109 69 56 166 80 51 41 136 66 42 35 
8 238 114 73 59 174 84 54 44 143 69 45 37 
9 247 119 76 62 181 88 57 46 150 73 47 39 
10 256 123 79 64 189 91 59 48 156 76 49 41 






The above table shows that 48 participants are required for R² value of 0.5 with a 5% chance 
of probability of error when the maximum number of arrows is 6, to achieve statistical power 
of 80%.  Given that all factor loadings of the indicators in this research are well above the 
threshold value of 0.7 and 370 responses (and a minimum of 89  in each sample) were collected 
in this study, all four criteria (Hair et al. 2014) are met for this study.  
4.1.1 Participants’ Characteristics 
The questionnaires were distributed to three organizations: one manufacturing organization in 
Australia, one manufacturing organization in Iran, and one hospital in Australia. Both 
manufacturing sites were intentionally selected from the industrial machinery and equipment 
manufacturing sector. A total of 370 completed questionnaires were returned. The following 
table presents the characteristics of the survey respondents.   















Male  1.1 56 92.1 49.7 
Female  98.9 44 7.9 50.3 
Experience  
Less than 3 38.3 2 25.8 25.5 
3-6 19.4 16 38.2 23 
7-10- 10.6 23 15.7 15.2 
more than 10 31.7 59 20.2 36.3 
Age  
18-29 16.7 6 9 11.9 
30-39 14.4 81 36 37.7 
40-49 26.1 11 30.3 23 
above 50 42.7 2 24.7 26.8 
Education  
High School or Equivalent  43.3 1 4.5 22.5 
Trade or Vocational  15.0 10 32.6 17.9 
Associate degree 4.4 6 13.5 7 






4.1.2 Preliminary Evaluation 
Data was evaluated before assessment of the measurement and structural models. Data 
screening was conducted both by visual inspection and with the use of SPSS for identification 
of missing data and unengaged responses (Hair et al. 2007). 
4.1.3 Data Screening   
Missing responses were identified through the use of descriptive statistics in SPSS. Seven 
missing responses to the items were identified and replaced with the median of other items 
measuring the same construct. Visual inspection and standard deviation was utilised to 
determine the unengaged responses and one data collected from manufacturing organization in 
Australia was discarded due to unengaged responses.   
4.1.4 Measurement of Constructs  
4.1.4.1 Measures of Leadership    
The 5X-short version of the Multi Factor Leadership Questionnaire (MLQ) developed by 
Avolio and Bass (1995) was used to measure leadership components in this research. The Multi 
Factor Questionnaire (MLQ) comprises seven leadership components: idealised influence, 
inspirational motivation, intellectual stimulation, individual consideration, contingent reward, 
management by exception, and laissez-faire. Idealized influence is separated into two 
components of idealized influence behaviour and idealized influence attributed in MLQ.  
Items measuring idealized influence behaviour refer to leaders’ behaviour regarding their 
ability to emphasise a sense of mission, consider the ethical consequences of their decision 
making, and talk about their purpose. For instance the item, “My manager/supervisor 
emphasizes the importance of having a collective sense of mission” obviously measures 
whether the employee’s manager emphasises a sense of mission. Items measuring idealized 





employees regarding their power, confidence and transcendent ideals. For example “My 
manager/supervisor displays a sense of power and confidence”, obviously examines whether 
the manager is perceived as a confident leader.   
4.1.4.2 Measures of Organizational Commitment  
Three forms of organizational commitment: affective commitment, normative commitment and 
continuance commitment were measured using the items developed by Meyer et al. (1993). 
4.1.4.3 Measures of Psychological Need Satisfaction 
Basic psychological need satisfaction is the central construct of self-determination theory. 
According to Deci and Ryan (2000), satisfaction of the needs for autonomy, relatedness, and 
competence is required for healthy growth and functioning of people. The items used for 
measurement of basic psychological needs were adapted from the scale developed by La 
Guardia et al. (2000).The original scale was requested and received from the self-determination 
website. 
4.1.4.4 Measures of Motivation  
Items used to measure motivation in this research were adapted from the motivation at work 
scale (Gagne et al. 2008) to measure 4 dimensions of motivation: external motivation, 
introjected motivation, identified motivation, and intrinsic motivation. Gagne et al. (2008) 
developed and validated a scale to measure the multidimensional concept of motivation at 
work. Their scale was based on self-determination theory which allows for both the level of 
motivation and the type of motivation.  
Gagne et al assessed the structure of Motivation at Work scale with the use of confirmatory 
factor analysis with invariance tests. They also examined the links between their motivation at 
work scale and the outcomes relevant to organizational behaviour (Gagne et al. 2008). This 





scale measure different work-related behavioural regulations (Gagne et al. 2008). Lack of any 
type of motivation was excluded as the focus was on active types of motivation in organizations 
(Gagne et al. 2008). They argue that distinguishing integration items from identification items 
psychometrically is very difficult (Vallerand et al. 1992) and consequently they have excluded 
the integration items from their motivation at work scale.  
4.2 Testing Hypotheses H1a, H1b, H2a and H2b 
 H1a Idealized influence attributed has a positive effect on willing organizational 
commitment.   
 H1b Idealized influence behaviour has a positive effect on willing organizational 
commitment.   
 H2a Identified motivation mediates the relationship between idealized influence 
behaviour and willing organizational commitment.  
 H2b Identified motivation mediates the relationship between idealized influence 
attributed and willing organizational commitment.   
Whilst testing hypotheses H1a, H1b, H2a, and H2b the data collected from Australian and 
Iranian manufacturing sites was also compared in order to determine the potential impact of 
culture on development of willing organizational commitment.  
4.2.1 Measurement Model Estimation 
To examine the reliability and validity of the model the author evaluated the reflective 
constructs: a factor loading greater than 0.70 of individual indicators determined the reliability 
of those indicators and how well they relate to the reflective constructs. In this study, factor 
loadings which are well above 0.70 (Table 4.3) for all indicators demonstrates the reliability of 





There was a composite reliability of 0.796 and greater in the entire sample; 0.860 and greater 
in sample 1; and 0.845 and greater in sample 2 along with Cronbach’s alpha values of well 
above 0.70, benchmark value,  for all three samples. Those results determined the construct 
reliability of the model. Table 4.3 shows that all constructs have an Average Variance Extracted 
of 0.670 and greater in the entire sample: 0.672 and greater in sample 1; and 0.646 and greater 
in sample 2, which supports the convergent validity of the model (Roldán & Sánchez-Franco 
2012).  
The author evaluated the discriminant validity of the constructs by applying Fornell and 
Larcker’s approach (1981) and according to the results (Table 4.4) all square roots of Average 
Variance Extracted are higher than their correlations with other constructs in all three samples. 
The author also examined the cross loading of the indicators on other constructs. Loadings of 
the indicators have the highest values on their constructs. Results of these evaluations provided 













Table 4.3  Measurement Model Evaluation Results 
Construct/Indicator    Entire Sample  Sample 1(Australia)  Sample 2(Iran)  
Identified Motivation       
Composite Reliability   0.868 0.896 0.845 
Cronbach's Alpha   0.771 0.825 0.725 
Average Variance Extracted (AVE)  0.687 0.742 0.646 
Loading      
 MID-a 
 0.783 0.812 0.769 
 MID-b 
 0.859 0.911 0.809 
 MID-c 
 0.842 0.857 0.832 
Idealized Influence Attributed          
Composite Reliability  0.918 0.940 0.903 
Cronbach’s Alpha   0.865 0.904 0.836 
Average Variance Extracted (AVE)  0.789 0.838 0.756 
Loading      
 AII-a  0.919 0.925 0.910 
 AII-b  0.914 0.945 0.896 
 AII-c  0.829 0.875 0.797 
Idealized Influence Behaviour     
Composite Reliability  0.878 0.890 0.863 
Cronbach’s Alpha   0.791 0.816 0.763 
Average Variance Extracted (AVE)  0.707 0.730 0.678 
Loading      
 BII-a  0.833 0.877 0.777 
 BII-b  0.893 0.911 0.869 
 BII-c  0.794 0.770 0.822 
Affective Commitment            
Composite Reliability  0.859 0.860 0860 
Cronbach’s Alpha   0.754 0.757 0.756 
Average Variance Extracted (AVE)  0.670 0.672 0.672 
Loading      
 CA-a  0.790 0.811 0.766 
 CA-b  0.859 0.848 0.873 
 CA-c  0.805 0.801 0.817 
Normative Commitment      
Composite Reliability  0.796 0.909 0.885 
Cronbach’s Alpha   0.825 0.849 0.805 
Average Variance Extracted (AVE)  0.742 0.769 0.720 
Loading      
 CN-a  0.809 0.831 0.795 
 CN-b  0.871 0.884 0.856 










Table 4.4  Discriminant Validity Assessment  















0.818 0 0 0 0 
Normative 
Commitment  








0.568 0.530 0.703 0.841 0 
Identified 
Motivation  
0.695 0.593 0.418 0.499 0.829 
Sample 1 (Australia) 
Affective 
Commitment  
0.820 0 0 0 0 
Normative 
Commitment  








0.632 0.572 0.729 0.854 0 
Identified 
Motivation  
0.645 0.543 0.347 0.448 0.861 
Sample 2 (Iran) 
Affective 
Commitment  
0.820 0 0 0 0 
Normative 
Commitment  








0.530 0.497 0.686 0.823 0 
Identified 
Motivation  
0.739 0.646 0.486 0.580 0.804 
Note: The diagonal elements (in bold) are the square root of variance shared between the 








4.2.2 Structural Model   
The endogenous construct of the model, willing organizational commitment, is a higher-order 
construct formed from the two first-order constructs of normative commitment and affective 
commitment. Therefore the model is a reflective-formative model with a formative endogenous 
construct, for which the two-stage approach is the most suitable approach (Becker et al. 2012). 
To apply the two-stage approach the author built the model with the reflective first-order 
constructs of normative commitment and affective commitment (Figure 4.1.a) and then the 
author employed the latent variable scores to substitute two first-order constructs with the 
higher-order construct (Figure 4.1.b). A coefficient of determination R2 is a measure of the 
structural model’s predictive validity. High coefficient of determination values for the target 
construct of the  model (0.598 in the  entire sample; 0.620 in sample 2, and 0.614 in sample 3) 
in all three samples confirm the model’s predictive validity (Henseler et al. 2012). 
In order to test hypothesis 1a, the author tested the total effects of idealized influence attributed 
on willing organizational commitment in both samples, and obtained the significant effect of 
0.319 (t-value 2.71) in sample 2, thereby supporting hypothesis 1 in the Iranian organization - 
but the non-significant effect (total effect of 0.166 and t-value of 1.30) in sample 2 did not 
support hypothesis 1a in the Australian organization (refer to table 4.5). Clearly, this finding 
requires explanation, and it is here that the factor of national culture is most significant. That 




















































































To assess hypothesis 2a, the author also tested the total effects of idealized influence behaviour 
on willing organizational commitment in both samples.  The significant effects (0.550 with the 
t-value of 4.854 in sample 1, and 0.340 with the t-value of 3.084 in sample 2) achieved in both 
Australian and Iranian organizations support hypothesis 1b.   
The author evaluated the mediation role of identified motivation on the relationship between 
idealized influence attributed, and idealized influence behaviour, upon willing organizational 
commitment by applying a bootstrapping procedure (Hair et al. 2013b). The author selected 89 
cases for sample 1 and 100 cases for sample 2; plus 5000 samples and the no sign changes 
options to measure the significance of the path coefficients (Henseler et al. 2009).  
The author found that the strong relationship (0.550, t-value of 4.854) between idealized 
influence behaviour and willing organizational commitment in sample 1 (Australia) decreased 
by 0.192 but remained strong by introduction of the mediation effect of identified motivation 
to the model which confirms the partial mediation effect of identified motivation in the 
Australian organization. Whereas the strong relationship between idealized influence 
behaviour and willing organizational commitment (0.340, t-value of 3.084) reduced to a non-
significant relationship (0.055) in the Iranian organization, thereby supporting the total 
mediation effect of identified motivation (Table 4.5). Thus hypothesis 2b is supported in both 
samples with a noteworthy difference in the magnitude of their mediation effect across the two 
cultures.   
The additional mediation effect of identified motivation in the model did not change the 
significance of the relationship between idealized influence attributed and willing 
organizational commitment in the Iranian organization. The relationship reduced to 0.241 (t-
value 2.438) from 0.319 (t-value 2.71) but stayed significant (Table 4.5). The author could not 





organizational commitment through identified motivation in either sample to support 
hypothesis 2b. 
 
Table 4.5  Analysis of Mediation Effects of Identified Motivation  




























0.550*** 0.358*** 0.191**  0.340*** 0.055 0.285*** 
*p < 0.10, **p < 0.05, ***p < 0.01  
 
             
4.2.3 Discussion  
The analysis of the data provides strong evidence in support of the hypotheses H1a, H1b, H2a, 
thereby revealing and articulating the relationships between the variables that were examined. 
The findings can leave no doubt that transformational leadership idealized influence plays a 
key role in the development of willing employee organizational commitment, and that 
identified motivation mediates the relationship between idealized influence behaviour and 
willing organizational commitment. This research thereby has arrived at a deeper explanation 
of the processes through which leader behaviour can produce employee commitment. That 
explanation is deeper not only because of its focus on one of the four transformational 
leadership elements (idealized influence-charisma) but also because it allows one to see how 
the nature of idealized influence resonates with and contributes to identified motivation which, 







What remains to be explained however, is why attributed idealized influence plays a significant 
role in the development of organizational commitment in the Iranian sample, but not in the 
Australian sample. As discussed in chapter 2 of this thesis, in the hypotheses development 
section, employee perceptions of the leader are central to whether those employees attribute 
idealized influence to the leader; and culture is a key determinant of perception. Hence, 
employees from different cultures will perceive the same leader differently, and will care about 
the characteristics and behaviour s of that leader differently.  
 
What is there about Iranian culture, then, which could explain why the respondents in the 
Iranian sample are positively affected by perceiving their leaders as charismatic and confident; 
whereas attributions of that nature did not matter significantly to respondents in the Australian 
sample? Although those two cultures differ in many ways, the author is of the view the key 
difference lies within Hall’s (1976) notion of high-context and low-context cultures.  
 
Members of high-context cultures are more likely to place importance on a person’s social 
status and to keep individual feelings under strong self-control, particularly in relation to 
avoiding conflict and maintaining harmony. Members of low-context cultures, however, live 
in more individualized ways so social hierarchy is less of an imposition, and communication is 
therefore more open and explicit (Kim et al. 1998). In a comparison of American and Chinese 
culture and communication, for instance, Tian (2010) argues that whereas Americans 
emphasize personal rights and responsibilities, and give the individual priority over the group; 
Chinese see themselves as members of close-knit, tightly interdependent groups. Similarly, 






This researcher contends that Iran’s national culture is high-context, and as a consequence, 
employees care deeply about the competence, reputation, status, and behaviours of their 
leaders. If employees working in high context cultures are reluctant to express disagreement or 
to assert their workplace rights, then having an incompetent leader would be a much greater 
problem than it would be in an individualist, low context culture where employees could openly 
voice their concerns and lobby for change. It therefore matters greatly that Iranian employees 
are able to feel and believe that their leader is worthy of the characteristics associated with 
idealized influence. In other words, they are likely to be motivated to perceive their workplace 
leaders as competent, charismatic, and confident – to actively look for signs of those 
characteristics, and to therefore attribute him or her with idealized influence.  
4.2.4 Future research 
The author acknowledges that the conclusions reached in this section would be more readily 
accepted as valid if the data was gathered not only from two different countries but also 
multiple cultural contexts. The author also acknowledges that the discussion of the role that 
high-context culture plays in explaining the findings, would benefit from further analysis. In 
particular, there was no scope in this study to take the dynamic constructivist theory of culture 
into account.  
To add support to the notion that cultural context matters, Deci and Ryan (2000) acknowledge 
that the avenues to basic need satisfaction will differ widely across cultures. They point out 
that “in a collectivist culture, people may resonate to group norms so acting in accordance with 
them might lead them to experience relatedness and autonomy insofar as they have fully 
internalized the collectivist values of their culture. By contrast, in an individualistic culture, 
acting in accordance with a group norm might be experienced as conformity or compliance and 





Hong and Mallorie (2004) have proposed that culture and situation interact within the cognition 
of individuals so the behavioural influence of national cultures cannot always be understood 
by assuming a direct relationship between culture and behaviour. This discussion has partly 
taken that intersection between culture and situation into account by highlighting the manner 
in which a high-context culture could motivate its members to attribute positive characteristics 
to leaders as a way of avoiding the situational need to challenge an incompetent leader who 
inhabits a higher level within an organizational structure. In other words, organizations can 
present employees with a situation that contributes to the manner in which their culture 
influences their thinking, their perception, and their behaviour. To ground that interpretation 
of the findings in an evidential base, however, the researcher will, in Chapter 5, turn to the 
gathering and analysis of qualitative interview data. 
4.3 Testing Hypotheses H3, H4a, H4b, H4c 
 
The hypothesis to be tested in this section are elucidated. 
 H3. Contingent reward transactional leader behaviour has a positive effect on 
employees’ willing commitment. 
 H4.a Satisfaction of psychological needs (Relatedness, Competence, and Autonomy) 
mediates the relationship between contingent reward leader behaviour and willing 
commitment. 
 H4.b The provision of contingent rewards and the associated clear exchange guidelines 
leads to relatedness need satisfaction which in turn mediates the relationship between 
contingent reward behaviour and willing organizational commitment 
 H4.c Competence need satisfaction arises from the provision of technical help and 
learning opportunities, and that need satisfaction then mediates the relationship 





Data collected form Australian organizations, one in the healthcare sector and the other one in 
manufacturing, was gathered and analysed to test the above hypotheses exploring the potential 
impact of industry type on the development of willing organizational commitment.   
4.3.1 Measurement Model  
Smart PLS 2.0 M3 software was used to test the research model. Factor analysis was carried 
out to assess the reliability and validity of the reflective constructs and their indicators. All 
reflective indicators have outer loadings above 0.70 except in the case of CN4 (0.695) and CA2 
(0.689) in the healthcare organization which are slightly lower but they still reach the 


















Table 4.6.a Measurement Model Evaluation Results Sample 1 (Manufacturing)  
Constructs/Indicators                             Loading                     Composite Reliability                 AVE  
Autonomy Need satisfaction                                                              0.886                               0.795   
 NA1                                             0.915  
 NA3                                             0.868                                
Competency Need Satisfaction                                                          0.811                              0.591 
 NC1                                             0.738 
 NC2                                             0.856            
 NC4                                             0.703 
Relatedness Need Satisfaction                                                          0.870                              0.693 
 NR1                                             0.864 
 NR3                                             0.710 
 NR4                                             0.910 
Contingent Reward                                                                             0.871                             0.694 
 CR2                                             0.885 
 CR3                                             0.865 
 CR4                                             0.740 
Affective Commitment                                                                        0.859                             0.670 
 CA2                                             0.868 
 CA3                                             0.811 
 CA4                                             0.773 
Normative Commitment                                                                     0.908                              0.768 
 CN1                                            0.814 
 CN3                                            0.898 
 CN4                                            0.914 
 
Internal consistency reliability was achieved in both samples with composite reliability values 
of 0.783 and greater for the healthcare sample and 0.811 and higher for the manufacturing 
sample. Table 4.6.a and Table 4.6.b show that all constructs have Average Variance Extracted 
(AVE) above 0.50 which provides evidence for convergent validity of the constructs (Roldán 
& Sánchez-Franco 2012).To assess discriminant validity, the cross loading of the indicators 
was examined. All indicators loaded the highest on their constructs. Fornell and Larcker’s 





square roots of averages (AVE) of the constructs are higher than their correlations with other 
constructs which provides additional evidence for discriminant validity of the constructs. 
Table 4.6.b Measurement Model Evaluation Results Sample 2 (Healthcare)  
Constructs/Indicators                                   Loading          Composite Reliability            AVE  
Autonomy Need satisfaction (NA)                                                  0.857                        0.666        
 NA1                                                    0.824  
 NA3                                                    0.838                                
 NA4                                                    0.786 
Competency Need Satisfaction (NC)                                               0.783                        0.645 
 NC1                                                    0.737 
 NC2                                                    0.865 
Relatedness Need Satisfaction (NR)                                              0.837                         0.631 
 NR1                                                  0.804 
 NR3                                                  0.819 
 NR4                                                  0.760 
Contingent Reward (CR)                                                                0.789                          0.555 
 CR1                                                   0.732 
 CR2                                                   0.705 
 CR3                                                   0.795 
Affective Commitment (CA)                                                            0.809                           0.586 
 CA2                                                  0.689 
 CA3                                                  0.829 
 CA4                                                  0.773 
Normative Commitment (CN)                                                          0.795                          0.565        
 CN2                                                 0.798 
 CN3                                                 0.759 













Table 4.7 Discriminant Validity Assessment  








Autonomy  Competence  Relatedness 
Affective 
Commitment  
0.818 0 0 0 0 0 
Normative 
Commitment  
0.591 0.876 0 0 0 0 
Contingent 
Reward  
0.501 0.444 0.883 0 0 0 
Autonomy  
0.606 0.412 0.736 0.892 0 0 
Competence  
0.616 0.377 0.368 0.424 0.769 0 
Relatedness 
0.521 0.437 0.310 0.352 0.491 0.832 
Sample 2 (Healthcare)  
Affective 
Commitment  
0.765 0 0 0 0 0 
Normative 
Commitment  
0.475 0.752 0 0 0 0 
Contingent 
Reward  
0.445 0.403 0.745 0 0 0 
Autonomy  
0.511 0.337 0.682 0.816 0 0 
Competence  
0.598 0.260 0.467 0.489 0.803 0 
Relatedness 
0.444 0.231 0.422 0.530 0.602 0.794 
Note: The diagonal elements (in bold) are the square root of variance shared between the constructs and 
their measures (AVE). Non-diagonal elements are latent variable correlations.     
 
 
4.3.2 Structural Model 
To carry out the two-stage approach to the reflective-formative model, the author first designed 





(Figure 4.2.a) and then applied the two-stage approach by defining willing commitment as a 
formative construct consisting of affective commitment and normative commitment. Finally, 
latent variable scores were used to replace the lower-order constructs with the higher-order 
construct of willing organizational commitment (Figure 4.2.b) (Becker et al., 2012). High 
values of coefficient of determination R2 (Henseler et al, 2012) for the target construct (Table 
4.8), willing commitment, in both sample 1 (Manufacturing) (0.500) and sample 2 (Healthcare) 
(0.344) supports the predictive validity of the model (Hair et al., 2012 b). 
To test the first hypothesis, the total effect of contingent reward leader behaviour on willing 
organizational commitment was tested for both samples and significant effect of 0.557 (p< 
0.01) for sample 1 and 0.481(p< 0.01) for sample 2 (Table 4.8) confirmed the positive effect 
of contingent reward leader behaviour on the willing organizational commitment of employees 
(H3).  Then three forms of need satisfaction were introduced: autonomy (NA), relatedness 
(NR), and competence (NC) into the model to assess their mediation effects on the relationship 
between contingent reward (CR) and willing organizational commitment. 






Figure 4.2.a Hypothesised model with higher-order constructs 
 
Mediation effects were tested according to the suggestions given by Hair et al. (2013). The 
statistical significance of the path coefficients was evaluated by the use of bootstrapping 
(Henseler et al. 2009). Assessing the mediation role of three forms of need satisfaction, the 
author found that the relationship between contingent reward leader behaviour (CR) and 
willing organizational commitment (WC) remains strong by adding the mediators (NR, NA, 
NC) but willing organizational commitment decreases by 0.276 in sample 1 and also decreases 
by 0.256 by the additional mediation effects of NR, NA, and NC in sample 2 (Table 4.8). Thus, 
psychological need satisfaction (autonomy, relatedness, and competence) partially mediates 
the relationship between contingent reward and willing organizational commitment with 
Variance Accounted For (VAF) (Helm et al. 2010) of 48% in sample 1 and 53% in sample 2 
(Table 4.8).These findings substantiate hypothesis 4.a.  
The author also assessed the effect of three mediators, NA, NR, and NC separately. The results 
show that the indirect effect of contingent reward on willing organizational commitment 





between autonomy (NA) and willing organizational commitment (WC) (Table 4.8). 
Relatedness (NR) also had a non-significant indirect effect in sample 2 because of the non-
significant coefficient between NR and WC (Table 4.8). Competence therefore plays the main 
role in the mediation effect between contingent reward and willing commitment in sample 2. 
In sample 1, however, both relatedness and competence significantly mediate the relationship 
between contingent reward and willing organizational commitment (Table 4.8). H4.c is 
supported by the findings in both samples but H4.b is supported only in sample 1. 
Table 4.8 Analysis Mediation Effects 
                      Sample 1 (Manufacturing)                                           Sample 2 (Healthcare) 
        Contingent                                Willing                      Contingent                               Willing   
           Reward                              Commitment                    Reward                             Commitment      
 
                             Total Effect: 0.557***                                                Total Effect: 0.481*** 
                             Direct Effect: 0.281***                                               Direct Effect: 0.225***  
                                   VAF: 48%                                                                   VAF: 53% 
                    R2 of the target construct: 0.500                                R2 of the target construct: 0.344 
Mediator     CR          t value         WC          t value                     CR          t value          WC        t value                        
NC             0.382***   3.88           0.240***       2.43                     0.484***      6.22        0.309***     3.53    
NR             0.316***   2.73           0.268***       2.82                     0.422***      6.06        0.039         0.47 
NA             0.727***   13.14         0.138           1.20                     0.686***      12.77      0.131         1.50  
 
VAF: Variance accounted for.  *p < 0.10, **p < 0.05, ***p < 0.01 
R2: Coefficient of Determination  
 
4.3.3 Discussion 
With regard to theoretical contributions, this study shows that enactment of the contingent 
reward leadership style does contribute to willing organizational commitment in organizations: 
this research therefore has contributed to transactional leadership theory and to organizational 





leadership style in organizations (Podsakoff et al. 2010) this study is one of only a few studies 
which has responded to that call. Just as importantly, there has been a paucity of attempts to 
uncover and model the mechanisms underlying the positive relationship between transactional 
leadership and willing organizational commitment.  
The quantitative findings of this research reveal that psychological need satisfaction does 
partially mediate and underlie the relationship between contingent reward transactional 
leadership behaviour and willing organizational commitment. The results also show that 
satisfaction of the need for competence plays the strongest mediation role among the three 
forms of need satisfaction in the healthcare organization whereas in manufacturing this 
mediation role is shared by both relatedness and competence. The puzzle here centres on the 
strong difference that psychological need satisfaction play across the two types of organization. 
Why is it that employees in the manufacturing organization are influenced positively by 
satisfaction of both relatedness and competence needs, whereas employees in the healthcare 
organization are positively influenced only by satisfaction of their psychological need for 
competence? 
Two plausible explanations are put forward by the researcher. The first possibility is that gender 
differences might account for differences in the importance of different psychological needs. 
Could it be the case that because the healthcare employees are primarily female (88%), whereas 
the manufacturing employees are primarily male (92%), the male manufacturing employees 
care more about the satisfaction of their need for relatedness than our female healthcare 
employees? That would seem to contradict the widely held view that women care more about 
relationships than men.  
Might it be the case, however, that if it is true that women care more about relationships than 





colleagues, independent of their relationship with their workplace leaders? In other words, the 
need for relatedness has already been met in the case of female healthcare employees – but for 
the male manufacturing employees that is an unmet need, so leadership behaviours which help 
to meet that need are more significant for the manufacturing employees. 
Clearly, although this research has provided an analysis which tentatively explains this aspect 
of our findings, it is an explanation which cannot be accepted without further research; 
particularly because there is at least one competing and equally plausible explanation. The core 
task of these two organizations is radically different from one to the other. The core task of the 
healthcare organization is to provide care for patients whereas the core task of the 
manufacturing organization is to produce reliable, high quality products at sustainable cost. 
Healthcare employees work with people; manufacturing employees work with products. A 
product cannot express appreciation for the work that is done, whereas patients can and do 
express appreciation which, amongst other things, makes a powerful contribution to meeting 
the satisfaction of the employee need for relatedness.  
Again, however, the author is only working at the level of reasoned speculation. Nevertheless, 
whichever of those competing explanations turns out to be correct (assuming, for the moment, 
that there is not a third, or fourth, or even more competing explanations), they both serve to 
remind us that the experience of, and the meaning of, psychological need satisfaction varies 
from one person to another – or in this case from one group to another, depending upon context 
and circumstance.  
4.3.4 Conclusion 
This section of the research has departed from the widespread project of researching the 
relationship between transformational leadership and positive organizational behaviour in that 





transactional leadership, and the findings demonstrate not only that transactional leadership 
behaviours have a positive influence on the development of willing organizational 
commitment, but also that there is still much work to be done if one is to fully understand how 
that happens. Which aspects of contingent reward behaviour have most impact on the 
development of willing commitment, and how does that happen? It is only by identifying the 
important contingent reward factors, in combination with understanding the relational 
processes whereby the positive influence occurs, that one will eventually be able to formulate 
locally grounded and intelligible guidelines for practitioners.  
4.4 Testing Hypotheses H5a, H5b, and H6 (Motivation Internalisation) 
The hypotheses to be tested in this section are: 
 H5a Idealized influence (behaviour) has a strong positive effect on identified 
motivation. 
 H5b Idealized influence (behaviour) has a strong positive effect on intrinsic motivation. 
 H6 Identified motivation mediates the relationship between idealized influence 
behaviour and intrinsic motivation (Internalization). 
To test the above hypotheses the author decided to only use the data collected from the 
Australian manufacturing organization in this part of the quantitative analysis. The decision to 
focus only on the Australian manufacturing organization in this section was informed by the 
nature of the central process in this section of thesis, which is the internalization process. To 
capture the internalization process through a quantitative analysis is not straightforward, so the 
presentation of findings in this section will later be supplemented by the interpretive analysis 
which is central to Chapter Five and Chapter Six of the thesis. Chapter Five and Chapter Six 





internalization process presented in this section is also limited to Australian manufacturing in 
order to facilitate the integration of findings across the three chapters.  
4.4.1 Measurement Model Estimation 
The author assessed the reliability and validity of the structural model including the first-
order reflective constructs of affective and normative commitment: all individual indicators 
are loaded on their relevant constructs with a factor loading of well above 0.70 (Figure 4.3) 
which demonstrates the reliability of the indicators (Roldán & Sánchez-Franco 2012). The 
construct reliability of the model was supported by Cronbach’s alpha values of 0.757 and 
greater along with composite reliability of 0.860 and greater for all constructs. Convergent 
validity of the model and Average Variance Extracted (AVE) values of 0.673 and greater for 
all constructs has provided evidence for convergent validity of the model (Roldán  & 
Sánchez-Franco 2012) ( Table 4.9).    






Table 4.9 Measurement Model Evaluation Results 







Identified Motivation   
 
0.825 0.896 0.741 
IDM-a 0.832 
   
IDM-b 0.902 
   
IDM-c 0.845 
   
Intrinsic  Motivation   
 
0.850 0.909 0.770 
INM-a 0.868 
   
INM-b 0.844 
   
INM-c 0.918 
   
Idealized Influence Behaviour     0.816 0.890 0.731 
IIB-a 0.874 
   
IIB-b 0.909 
   
IIB-c 0.776 
   
Affective Commitment        
 
0.757 0.860 0.673 
AC-a 0.832 
   
AC-b 0.833 
   
AC-c 0.796 
   
Normative Commitment  
 
0.849 0.909 0.769 
NC-a 0.822 
   
NC-b 0.888 
   
NC-c 0.918 








Table 4.10 below, demonstrates that all square roots of Average Variance Extracted of the 
constructs are higher than their correlations with other constructs, which supports discriminant 
validity of the constructs in the model (Fornell & Larcker 1981). Cross loadings of the 
indicators have also been evaluated and highest loadings of indicators on their constructs 
provided further evidence for discriminant validity of the constructs.   
 



















0.635 0.855    
Identified 
Motivation  
0.647 0.444 0.860   
Intrinsic 
Motivation  
0.603 0.302 0.638 0.877  
Normative 
Commitment 
0.602 0.573 0.548 0.500 0.877 
Note: The diagonal elements (in bold) are the square root of variance shared between the 










4.4.2 Structural Model  
Applying the notion of commitment profiles (Meyer et al. 2012), and consistent with previous 
models in this chapter, the author introduced the target construct of willing organizational 
commitment into the model which is a formative construct, composed of the two reflective 
constructs of normative and affective commitment. According to Becker et al. (2012) the most 
suitable method for a reflective-formative model with a formative endogenous construct is to 
take a two-stage approach. The author therefore employed a two-stage  approach in which the 
basic model with two first-order constructs (Figure 4.4.a)  was run and latent variable scores 
were extracted to replace the two first-order constructs of normative and affective commitment 
with the higher-order construct (Figure 4.4.b) of willing organizational commitment. A 
coefficient of determination R2 value of 0.662 for the target construct of the model supported 
the predictive validity of the model (Henseler et al. 2012).  







Figure 4.4.b Structural Model with Higher-Order Construct 
 
 
The author measured the total effect of idealized influence behaviour on willing organizational 
commitment and a strong relationship was supported by the strong effect size (0.459***) of 
idealized influence behaviour on willing organizational commitment.  
The author also tested the total effect size of idealized influence on identified motivation and 
intrinsic motivation by applying a bootstrapping procedure with subsamples of 4000 (Hair et 
al., 2013). 89 cases were selected with 5000 subsamples and the no sign changes option to 
measure the significance of the path coefficients (Henseler et al. 2009). Strong effect size 
values of 0.458*** between idealized influence and identified motivation and 0.305*** 
between idealized influence and intrinsic motivation substantiated hypothesis 5a and 





The author found that the significant relationship between idealized influence and intrinsic 
motivation decreased to the non-significant relationship of 0.024 with the introduction of the 
mediation effect of identified motivation. This finding provided evidence for hypothesis 6 
which supports the notion of internalization in the motivation process (Table 4.11). These 
results, supporting the full mediation effect of identified motivation, revealed that employees 
who perceive their manager’s leadership style as idealized influence, experience identification 
with the values and goals of their organization and internalize those values and goals as their 
own values and goals.  
 
Table 4.11 Analysis of the Mediation Effects of Identified Motivation 
  




Behaviour   
 
Intrinsic 
Motivation   
 
0.305*** 0.024 0.281*** 
*p < 0.10, **p < 0.05, ***p < .01        
 
4.4.3 Discussion 
These findings support the contention that employees who experience idealized influence when 
interacting with their managers are more likely to embrace the values underlying management 
assigned tasks as coherent with their self-values and thereby are more likely to experience self-





employees seem to identify with the organization’s values, accepting them as their own. More 
needs to be said however, about how that internalization process occurs.  
The author is of the view that internalization and identification occurs when employees 
experience admiration of their leaders and agreement with the views and values of those leaders 
– which coheres with experiencing idealized influence. Such experiences emerge in accordance 
with the difference between leaders who explain what tasks have to be done, and leaders who 
explain why those tasks have to be done: particularly when the explanation of why appeals to 
a value-laden higher purpose. Transformational leaders provide followers with meaning for 
their work by articulating a compelling vision and mission for the organization and by 
encouraging followers to exert themselves toward accomplishing that higher vision ((Herold 
et al. 2008). 
If identification with the values and goals espoused by a leader is central to the internalization 
of motivation, then how convincingly the leader explains those values and goals will matter 
crucially to whether employees can agree with and accept those values and goals as their own. 
Equally important to internalization however, is how employees experience the leader as a 
person. As Mastrangelo et al. (2004) point out; a leader’s message is mediated by how 
followers experience that leader as a person: the personal dimension of leadership carries the 
professional message of leadership (Mastrangelo et al. 2004, p. 442). If employees experience 
their leader as untrustworthy or uncaring, then they are significantly less likely to agree with 
and internalize that leader’s views and values.  
Unfortunately, however, there is an element of speculation in this discussion. The survey data 
supports the hypotheses concerning the importance of idealized influence, identified 
motivation, and the internalization process in the development of organizational commitment; 





comprehensive and detailed theory. To fully explain the antecedents and mechanisms which 
underlie the development of affective organizational commitment, the author needs to extend 
upon the current investigation and engage in interpretive research based upon qualitative data.  
A second concern with this analysis is its focus on hypothesis testing through the quantitative 
analysis of aggregated data: that approach has prevented the exploration of counter examples. 
The qualitative stage of this research that will be presented in Chapter Five and Chapter Six 
involved the author in interviewing and seeking to understand individuals who have developed 
willing organizational commitment even though they do not experience their leader as being 
transformational. Sometimes researchers can learn as much or more from attempting to 
understand atypical individuals as they can from understanding those who are typical. This is 
particularly important when the object of investigation is an outcome of objectively identified 
behaviours intersecting with the subjective perceptions and mind-sets of persons, many of 














Inductive Qualitative Data Analysis and Findings 
To extend this inquiry into the factors and processes that contribute to the development of 
willing organizational commitment amongst employees, the author has conducted further 
research, this time using qualitative methodology. Two key questions are addressed at this 
second stage of the research. This chapter, using the research strategy of inductive qualitative 
analysis addresses the following question: Why and how do some employees who do not see 
their leaders as transformational, nevertheless develop willing organizational commitment? 
Chapter Six, using the research strategy of deductive qualitative analysis, will return to a 
question that was also addressed in Chapter Four: In what ways if any, do the elements of self-
determination theory - including satisfaction of psychological needs and associated motivation 
processes - explain the relationships between leadership practices and organizational 
commitment? The intention is to check whether the findings drawn from thick and in-depth 
qualitative data, provide support for, and additional understanding of, the mediating role of 
self-determination - a role which was verified in the presentation of quantitative findings in 
Chapter Four.   
To provide an empirically informed and contextualized examination of the interplay between 
leadership and organizational commitment (Saunders et al. 2009; Neuman 2011), the author 
has chosen to employ qualitative methods in this second stage of the research. The application 
of qualitative methodology not only allowed the researcher to examine the reliability of the 
quantitative findings but also to provide more explanatory accounts of those quantitative 
findings. Furthermore, this qualitative extension of the research enabled the researcher to 
surmount the limitations of survey-based research (Birkinshaw et al. 2011) and to study outliers 





As stated in Chapter Four, results drawn from the quantitative stage of this research 
demonstrate a positive relationship between transformational leadership and organizational 
commitment. Based on these results, it is clear that people who perceive their managers or 
supervisors as transformational leaders are likely to develop stronger organizational 
commitment. Even though the current research has achieved a very high R Square (R²) which 
indicates a high generalizability of the quantitative findings, the researcher is seeking a more 
holistic model to explain the development of organizational commitment by inductively 
studying the attitudes of outliers and to thereby better understand the contributing factors to 
their commitment. This holistic approach to building a model for the development of 
organizational commitment, incorporating both qualitative and quantitative findings, will 
enhance the applicability and practicality of the research outcomes. 
To identify and propose themes drawn from interview transcripts, the researcher adopted an 
inductive approach (Doz 2011) and then constructed theory to explain the development of the 
outliers’ willing organizational commitment, regardless of their perceptions of leadership.  
The researcher was prompted by the nature of interviewee comments to turn to an additional 
body of research, not included in the literature review of organizational commitment and self-
determination theory that had informed the set of hypotheses tested in the quantitative stage of 
this research: the literature of identity theory. Adding these findings which were grounded in 
qualitative data, to the research model that was built in the quantitative stage of the research, 
made a substantial contribution to the practicality of this research model and enhanced its 
comprehensiveness, as will be seen in Chapter Seven. 
Three organizations were studied in the quantitative stage of the research: one manufacturing 
site in Australia, one hospital in Australia, and one manufacturing site in Iran. People who 





research and were asked to send their contact details to the researcher if they were willing to 
participate.  From those three organizations, the manufacturing site in Australia was chosen to 
collect interview data for three reasons: (1) quantitative data collection was directly 
administered by the researcher at the Australian manufacturing site. The researcher’s physical 
presence on the site for the earlier quantitative data collection enabled her to build trust with 
informants and that trust subsequently resulted in more volunteers to take part in the qualitative 
stage of the research. (2) A large number of volunteers from the Australian manufacturing 
organization provided the researcher with a sample with proportional numbers of different 
commitment profiles and perceived leadership styles. A relatively large number of volunteers 
allowed the researcher to seek answers to both qualitative research questions from the one site 
with the ability to control for potentially moderating factors. (3) The researcher’s background 
in manufacturing facilitated the data collection from a manufacturing site through her ability 
to build rapport with the informants and this allowed her to gather the quality of information 
that informants may not have been willing to share otherwise.  
Data from the quantitative stage of the research was analysed before moving to stage two, in 
which individual interviews were conducted based on the information obtained about 
respondents’ perceptions of leadership style and their commitment profiles in the first stage. 
The selected sample provided a proportional number of informants in three categories: (1) 
People who perceived their supervisor/manager’s leadership style as transformational and who 
also developed positive organizational commitment. (2) Outliers who perceived their 
supervisor/manager’s leadership style as transformational but did not develop positive 
organizational commitment (3) Outliers who did not perceive their supervisor/manager’s 






To obtain a subjectively informed understanding of the ways in which people develop 
organizational commitment regardless of their perceptions of leadership style (category 1 and 
category 2) on the one hand, and to seek for grounded supporting insights concerning the 
mediating role of different aspects of self-determination processes in category 1 on the other 
hand, the researcher chose to conduct semi-structured field interviews (Saunders et al. 2009; 
Neuman 2011). Semi-structured interviews enabled the researcher to probe for the underlying 
reasons for informants’ attachment to their organizations in the absence of transformational 
leadership and to uncover what organizational commitment meant to them (Saunders et al. 
2009; Neuman 2011).   
Between the continuum of structured and unstructured interviews, semi-structured interviews 
are considered appropriate to gather rich data due to their capability of obtaining important and 
often hidden facets of human and organizational behaviour (Qu & Dumay 2011). This 
capability of semi-structured interviews serves the particular purpose of the research questions 
which aim to uncover the behavioural or organizational factors which contribute to the 
development of willing organizational commitment, without any pre-determined assumptions.  
The interview questions included those that sought specific, closed, and factual information to 
review the demographic information previously collected through surveys and to obtain some 
general information about the organization. Open questions about topics such as commitment 
and leadership style were of course included (Saunders et al. 2009). The style and pace of the 
questions were shaped by the responses received from participants during the course of the 
interviews to evoke the fullest and most reflective information from the interviewees (Qu & 
Dumay 2011).  
To promote a positive interaction, interviews commenced with questions relevant to the 





predetermined questions to double-check responses provided by the participants to the earlier 
survey test items. The interviews then continued with open-ended questions aimed at eliciting 
more elaborate responses.  An interview guide was designed to assist the researcher to cover 
the centrally important topics during the interviews (See Appendix F).   
During selection of potential informants for the interviews, those survey respondents who had 
opted to volunteer to participate at the next stage of the data collection were contacted through 
the details they provided in their survey responses (email addresses or phone numbers). As 
discussed in Chapter Three, the survey package which was distributed to the participants along 
with the questionnaires at the quantitative data collection stage, included contact details and 
affiliations of the primary researcher and her supervisors, complaint procedures, and the 
objectives of the research. More specific information was provided to the participants about 
the objective of the second stage of data collection and the expected time for the interviews 
when they were contacted to arrange a time and a location for interviews. Interviewees were 
given the options of nominating the most convenient time and location for the interviews. In 
total, 21 interviews with primary informants were conducted.    
5.1 Data Analysis 
An iterative hermeneutical approach (Shapiro et al. 2008) was undertaken by the researcher to 
analyse the qualitative data. The researcher moved between themes emerging from the data 
analysis and the literature to develop a coherent conceptual framework (Shapiro et al. 2008). 
Data analysis included 6 stages of preparing, transcribing, coding, categorizing, tabulating, and 
interpreting the data, to thereby identify major themes and to develop theories and explanatory 





5.1.1 Preparing and Transcribing Data 
All audio-recorded interviews were transcribed verbatim. Transcribed interviews were 
organized according to source types.  Nvivo 10, as a form of computer-assisted qualitative data 
analysis software (CAQDAS), has been recognized as rigorous data analysis software in the 
context of social science (Kikooma 2010) so on those grounds Nvivo 10 was employed to assist 
with recording the data, initial coding, and interpretation of the data. 
5.1.2 Coding and Categorizing Data 
Coding, which is explained by Kikoooma (2010) as a process of assigning a name to a passage 
of text or piece of information, can reflect the researcher’s underlying intentions. Measuring 
responses can be one intention, which in the case of this study is only a peripheral part of the 
qualitative analysis (Gibbs 2002). The primary reason for using coding in this analysis was to 
incorporate analytic ideas and concepts in interpretation of the data (Kikooma 2010).  
In coding of the data, the two cycles approach introduced by Saldana (2013) was applied. In 
the first cycle of coding broader codes were attached to the data chunks and afterward those 
codes were narrowed down to more detailed codes. For example in the first cycle data chunks 
related to the concept of organizational commitment were coded straightforwardly as 
‘organizational commitment’ and in the second cycle the more detailed codes of ‘affective 
commitment’, ‘normative commitment’ or ‘continuance commitment’ were assigned to a 
particular piece of data based on its relevance to any of those codes.  
At this level of coding ‘descriptive coding’ was used (Saldana 2013). Further forms of coding 
introduced by Saldana (2013) have also been utilized to assist the researcher to arrive at better 
understanding. For example frequent reference of the participants to ‘owner’ was kept as an 
‘In Vivo Code’.  In Vivo coding is the use of words or short phrases from the participant’s own 





the case of this study coding the values of the participant for example ‘identity’ opened up 
ways to reveal possible insights relevant to the research questions. To record basic descriptive 
information such as participant characteristics and demographic information, ‘attribute coding’ 
was utilized.  
Finally and most importantly for this research ‘causation coding’ was also employed. 
‘Causation coding’ reflects the extraction of attribution and causal beliefs of participants in 
order to reveal how and why particular outcomes are achieved. For example, some participants 
explained how they have developed willing organizational commitment by referring primarily 
to their social identity regardless of how they perceive their managers’ leadership style. 
Subsequently a pattern surfaced which indicated a strong causal relationship between an 
interviewee’s social identity and the identity of the organization in relation to the development 
of willing organizational commitment.   
5.1.3 Reflective Reading  
The processes of interpretation, sense-making and reflective reading of the data (Gibbs 2007) 
began at the early stage of data collection and continued throughout transcribing, coding, and 
developing theory. Reflective interpretation of early interviews resulted in the emergence of 
new themes which subsequently redirected the approach taken during later interviews. To 
ensure a consistency of approach, and to obtain more salient information, the researcher 
decided to conduct second interviews in three cases.  
5.1.4 Tabulating Data  
To explore the relationships between categories and to assist in the development of theory, data 
tabulations were generated using the matrix coding queries of NVivo 10. Data tabulation along 





obtaining a sense of variance (Silverman 2011) within the data. Some of these tabulations are 
referred in Chapter Six to provide supporting evidence for the qualitative findings.  
Tabulations were also used to investigate the “prevalence of the identified phenomenon” 
(Silverman 2011 p.380) through simple counting from the matrix coding queries of NVivo 10 
during the data analysis.  For example, the frequency of episodes elicited from interviewees 
referring to different aspects of self-determination theory was counted and tabulated. 
5.1.5 Developing and Refining Theories, Explanatory Frameworks, and Propositions 
Emerging thematic categories and informant profiles were constantly compared and contrasted 
during different cycles of coding, data collection, categorizing and interpreting of the 
qualitative data (Gibbs 2002, 2007; Bazeley & Jackson 2013).  Second and third order coding 
was also conducted depending on the complexities of each prior level of coding. The original 
data and first level coding were constantly revisited and retrieved throughout the coding and 
iterative analysis of data and reporting of the results. The evolving concepts and themes were 
refined throughout the iterative interpretation process to ensure accuracy of the findings and 
the finalized theorization (Thompson, 1997; Shapiro et al. 2008). 
5.1.6 Reliability 
Reliability in qualitative research refers to replicability of research findings and in particular 
whether the same research results would be obtained if the same research methods were 
employed by other researchers in different but similar environments (Kirk & Miller 1986; 
Hammersley, 1992; Saunders et al. 2009; Silverman 2011). The researcher applied six 
safeguards to ensure the reliability of the qualitative findings of this research: (1) the “observer 
error” (Saunders et al. 2009, p.157) was reduced through semi-structured interviews including 
open questions. Interview questions were pre-tested with a small number of peers and 





findings - including data coding (Deng 2008). (2) All interviews were audio-recorded and the 
informants’ narrative accounts were transcribed verbatim. NVivo data analysis software was 
employed to assist with coding, categorizing and tabulating the qualitative data. (3) The whole 
research process including methodology, data collection, and analysis was described in a 
specific and transparent manner in the thesis. More importantly, the details of the qualitative 
data analysis are thoroughly outlined in the thesis (Moisander & Valtonen 2006). (4) 
Informants were provided with participant information and consent forms prior to interviews. 
Those forms explicitly describe the research objectives, research questions, data collection 
methods, and interview question samples are included. Interview questions were explained to 
interviewees in detail during the interviews to increase the likelihood that all interviewees 
understood the same questions in the same way (Silverman 2011). (5) To reduce the 
researcher’s subjective reconstructions of what informants reported (Kirk & Miller 1986; 
Saunders et al. 2009; Silverman 2011) a consistent coding and categorizing approach was 
undertaken through the use of qualitative data analysis software NVivo. Furthermore, to 
minimise the uncertainties of interpretation, second interviews with the same informants were 
conducted if clarification was required. (6) The ongoing development of theoretical 
interpretations and discussions were captured in memos during the interpretive process and 
then presented explicitly in the qualitative data analysis chapter of the thesis (Moisander & 
Valtonen 2006; Silverman 2011).      
5.1.7 Validity  
Validity in qualitative research is the extent to which the findings of the research represent and 
correspond accurately to the social sample under the investigation and it depends on 
authenticity from the perspective of the researchers, informants, and readers (Hammersley 
1990; Neuman 2011, p.214). The researcher employed five safeguards to ensure the validity of 





participants who accepted the researcher’s invitation to participate in the qualitative part of the 
research and voluntarily provided the researcher with their contact details. This process along 
with the procedure which ensured that all informants received the consent form including the 
details about the research prior to the interview reduced the potential for participant bias 
(Saunders et al. 2009, p.156). (2) In the light of preliminary and tentative research 
interpretations and also taking into account the value of following up on any ambiguous 
responses found in the interview transcripts, second round interviews were conducted to seek 
clarification and validation from those interviewees (Saunders et al. 2009, p.157; Silverman 
2011). (3) Informants from different levels of the organization were interviewed to provide a 
holistic picture of the phenomenon under investigation, taking into account the potential for 
organizational roles confounding or complicating the interview data (Denzin 1970; Denzin & 
Lincoln 2000). (4) To ensure that a full variation of the phenomenon was analysed, multilevel 
coding was employed (Perakyla 2004; Silverman 2011). Data coding was conducted during 
different cycles to improve the validity of the themes emerging from data analysis (Saunders 
et al. 2009). (5) To improve the accuracy of the coding, tabulations and interpretations, NVivo 
was used to analyse the qualitative data. 
5.1.8 Generalizability  
Generalizability is concerned with the applicability and transferability of research findings to 
cases beyond the examined sample population (Ryan & Bernard 2000; Tashakkori & Teddlie 
2003). According to Creswell (2007) and Denzin (1983) generalizability is not the first priority 
of qualitative research which normally aims to produce context-specific knowledge and to 
generate rich understandings of a specific and local social phenomenon rather than generalising 
findings drawn from a single case (Silverman 2011). Nevertheless, some scholars (Mason 1996; 
Gobo 2009) argue that generalization in qualitative research can occur when the findings assist 





To improve the generalizability of qualitative research projects, rich information needs to be 
gathered during the data collection phase. Finely grained data can lead to the generation of 
deeper meanings during the data interpretation phase (Yin 2003). Qualitative research which 
has been intentionally designed to ensure the validity and the reliability of findings can 
simultaneously contribute to generalizability of the findings (Patton 2002; Falk & Guenther 
2014). Furthermore, well developed theories induced from qualitative research data and 
replicable interpretive methods can enhance the applicability of those theories to similar 
contexts and situation (Maxwell 1992; Yin 2003).  
The current study employed four measures to improve the generalizability of the qualitative 
findings of this research: (1) the use of mixed methods improved the generalizability of the 
findings by constructing a link between quantitative findings and qualitative findings. (2) The 
selection of informants from different levels of the organization diversified the data sources 
and maximized variation (Silverman, 2011) which subsequently increased generalizability. (3) 
In order to maximize the legitimacy of the explanations and interpretations of this research 
NVivo 10 data analysis software was employed to quantify some aspects of the qualitative data 
(Tashakkori & Teddlie 1998; Onwuegbuzie & Teddlie 2003). Themes, frequencies, data 
tabulations, and matrix coding queries were the processes which assisted in quantifying the 
qualitative data through the use of NVivo 10. (4) Subjectivity of the researcher’s interpretation 
was minimized through building of theories that were well grounded in the data set (Glaser & 
Strauss 1967; Yin 2003).  
5.1.9 Analysis  
Rather than assuming that the quantitative findings from Chapter Four capture and reveal 
everything that can be discovered about what contributes to the development of willing 
organizational commitment, the author has acknowledged from the outset that the theory which 





explain most, but not all, of the contributors to willing organizational commitment. In effect, 
the author has allowed for the possibility of a parallel theory within the domain of theoretical 
physics, namely, the Special and General Relativity Theory that explains the behaviour of 
physical objects at the macro and meso levels. However, Quantum Theory is also required if 
one seeks to explain behaviour at the macro level.  In a similar way, the theoretically informed 
conceptual framework that the author has constructed from the literature, and tested 
empirically, may be able to explain the development of willing organizational commitment for 
most people, but not all. If we want to explain the remainder, that core theory requires 
supplementation.  
The aim of this qualitative stage of the research was to enrich organizational commitment 
theory by answering these questions: (1) what are the main contributors to the development of 
willing organizational commitment in the absence of transformational leadership? (2) Do the 
findings drawn from thick and in-depth qualitative interview data provide similar support for 
the mediating role of self-determination theory, to that which was obtained in findings arrived 
at through the statistical analysis of survey data?  
Although the quantitative component of this research sought to arrive at an explanation of 
social regularities, the qualitative component sought to arrive at an understanding of social 
irregularities. Goldthorpe (1998, p.68) tells us that “the phenomena with which sociologists are 
concerned are social regularities of some kind … the typical explanatory task is then to show 
how these regularities are created and sustained or, perhaps, modified or transformed through 
the action and interaction of individuals”. The quantitative component of this research 
established that exposure to transformational leadership in conjunction with the needs and 





development of – and in that sense the creation of - willing organizational commitment within 
individuals. 
The qualitative component however, which consisted of in-depth interviews with volunteers 
including outliers established that those two factors do not provide us with a full explanation.  
Outliers were survey respondents whose questionnaire responses indicated a high level of 
willing organizational commitment in spite of rating their leaders very low against the test 
items meant to indicate a transformational style of leadership. The researcher saw the existence 
of outliers as a fortunate opportunity to probe the more general findings from the survey.  
In particular, the researcher was interested in whether the existence of outliers counted against, 
and in a strong sense reduced the validity of, the general findings from the quantitative analysis 
– or whether the existence of outliers indicated that the general findings were statistically valid 
but nevertheless incomplete as an explanation. As explained in the introduction to this thesis, 
the author contends that although the quantitative component of this research is primary, there 
should nevertheless be considerable value in supplementing that component with an 
exploratory qualitative component. In effect qualitative research methods were used to examine 
the reliability as well as statistical outliers in the quantitative section of the research and used 
exceptions to further probe for explanations.  
In quantitative findings of this research, transformational leadership has substantially 
contributed to the development of organizational commitment. This close relationship between 
transformational leadership and organizational commitment has been explained by the direct 
and indirect mediating role of self-determination. Although these quantitative findings are 
supported with a strong R square, confirming the high generalizability of the findings, 
nevertheless there are outliers, who don’t perceive their managers or supervisors as 





5.2 The Absence of Transformational Leadership   
This section presents findings that address a potentially confounding question: “What are the 
main contributors to the development of willing organizational commitment in the absence of 
transformational leadership?”  
Interview data was analysed to identify theoretical categories including major themes, first-
order codes, and second- order codes. Identification of major themes occurred during and after 
the data collection process. Every episode, whether it was a coherent story, an event, or a 
specific activity explained by informants in response to interview questions, was recorded and 
coded as a unit of data analysis. At the early stage of data collection - which was accompanied 
by preliminary and tentative data analysis - the researcher created a list of repeated themes in 
the interviews. For instance, “Passion for the Core Activity of the Organization” was one theme 
which emerged from data analysis of the first interview and that theme was found to be repeated 
frequently throughout the subsequent interviews.   
This provisional theme appeared in an informant’s response to the following interview 
question: “Based on the survey results and our conversation so far, you don’t perceive your 
manager’s leadership style as transformational. Can you explain what makes you nevertheless 
committed to this organization?” The informant talked about an episode explaining how his 
passion for engineering overshadows any other aspect of his work, including his leader’s style. 
This interviewee emphasized that his commitment to the organization is driven by the fact that 
the organization provides him with the opportunity of being involved in an activity that he likes 
most. He went on to talk about another episode which explained how his passion was rooted in 
his identity. He referred to his childhood memory: “I knew what I was going to do when I was 
eight years old I had a T-shirt and ‘Engineer’ was printed on it. I have a photo of that. By the 





Taking the same approach in identifying other themes, the researcher conducted line-by-line 
open coding of the all interviews. Emerging themes and their sources (episodes) were discussed 
with supervisors and subsequent data analysis was conducted. To identify a clear set of themes, 
the researcher minimized differences within the themes, but, at the same time, maximised 
differences between the themes (Strauss & Corbin 1990). A list of provisional themes was 
prepared at the end of this stage.   
Five themes emerged in response to the issue being addressed: (1) Passion for my profession; 
(2) Passion for the Core Activity of the Organization; (3) Challenging Work Environment; (4) 
Technologically Advanced Product; (5) The organization’s determination to maintain 
manufacturing in Australia. Theme 1 and Theme 2 appeared in informants’ descriptions of their 
job and how closely they were involved in the core activity of their organization, which was 
engineering. These two themes emerged mainly in discussing why their leader’s style did not 
appear to be an important factor in the development of willing organizational commitment for 
these informants.  
Theme 1 (Passion for my profession) was most notable in the interview data collected from 
informants whose occupations were directly related to engineering (design engineer, quality 
engineer, production engineer, technical operator). Theme 2 (Passion for the Core Activity of 
the Organization) was most notable in the interview data from those informants who explained 
how their passion for engineering at previous stages of their lives contributed to their feeling 
satisfied at work now. Interestingly, even if their current role was not directly related to 
engineering their passion for the profession of engineering was being met because the 
organization’s core task reflected a passion for engineering. Themes (3) Challenging Work 
Environment; (4) Technologically Advanced Product; and (5) the organization’s determination 





informants who were explaining their affective bond with the organization regardless of their 
views about the leadership style of their managers or supervisors. 
Table 5.1  Number of Informants and Episodes by Theme  
Themes  
Number (%)of Informants 
Providing Episodes  
Number of Episodes 
Offered 
Passion for their profession  10 (47.6%) 33 
Passion for the Core Activity of the 
Organization  
3(14.3%) 2 
Challenging Work  11(52.4%) 8 
Advanced Product  11(52.4%) 8 
Keeping the Production in Australia  6(28.6%) 6 
The final sample of this study consisted of 21 informants. This number was the base for calculating the 
percentage of informants providing episodes.    
 
At the second stage of coding, axial coding was conducted employing the qualitative data 
analysis software NVivo 10 (Strauss & Corbin 1990; Locke 2001). To conduct the axial coding, 
the researcher first inspected all episodes within the themes to identify first-order codes. This 
process was accompanied by a frequent re-review of the relevant literature. All the episodes 
were analysed line-by-line (i.e., open coding) to minimize the differences within each code and 
simultaneously to maximise the differences between the codes (Strauss & Corbin 1990; Locke 
2001). At the next step of the axial coding, all first-order codes were studied and carefully 
compared in order to explore a common framework across the first order codes. For instance it 
was found that themes 1 and 2 (Passion for my profession, Passion for the Core Activity of the 
Organization) were focused on the self-concept of informants: who they are as individuals, and 
how that self-concept is related to what they do (their jobs). In their descriptions of their passion 
for engineering, as the core activity of the organization, those interviewees referred to their 
identity as an engineer or a technical person and they described the emotional significance 





Theme 3 was focused on informants’ explanations of the challenging nature of their work in 
the organization and the role those challenges play in maintaining their motivation at work.   
Informants referred to the challenging aspect of the work as an important factor in building 
their affective attachment to the organization and in some episodes, it was referred to as one of 
the identifying or differentiating characteristics of the organization. Frequent reference to this 
theme (challenging work), without any specific mention of challenge in the wording of 
interview questions, led the researcher to study the espoused values of the organization.  
It was found that “To provide our people with a challenging, supportive and rewarding 
environment” was highlighted in the published statement of organizational values which 
interviewees, of course, were fully aware of. According to Albert et al. (2000) organizations 
define themselves in relation to other entities through their value and goal statements. The 
concept of organizational identity represents the central characteristics of an organization 
which are clearly communicated with its people.  
Employees identify with their organizations if their personal values align with the 
organizational values. It was found that theme 3 (a Challenging Work Environment) reflects 
an alignment of informants’ personal values with organizational values which subsequently 
has led to the establishment of willing organizational commitment. Because a challenging work 
environment is experienced as one of the internal attributes of organizational identity, this 
theme is represented by the term ‘internal organizational identity’ (see Table 5.2 later in this 
chapter).  
Theme 4 (Technologically Advanced Product) is sourced from the episodes in which 
informants explain how working for an organization that manufactures technically advanced 





leadership style. Some informants also refer to the global recognition of their products in their 
explanations.  
In episodes related to theme 5 (the organization’s determination to maintain manufacturing in 
Australia), informants referred to the their organization’s efforts to maintaining manufacturing 
in Australia regardless of economic consequences, as one of the contributing factors to their 
development of an affective bond with the organization. Taken together, themes 4 and 5 show 
how informants identify themselves with the external image and attributes of their organization 
and subsequently how this external organizational identity enhances their commitment level to 
that organization. This form of identification is represented in Figure 5.2 by the term ‘external 
organizational identity’ as it is distinct from internal organizational identity due to its focus on 
characteristics of the organization which contribute to the external identity of the organization. 
Table 5.2, below, demonstrates how the theoretical categories discussed in this chapter (i.e. 















Table 5.2 Theoretical Categories and Illustrative Quotations  
Themes and Second 
Order Codes                   




Passion for profession 
A design engineer identified his personal passion for engineering as a reason to work for the organization: "I am passionate about manufacturing, about 
making parts, the innovation the feeling of fulfilment I get from engineering job, I get from making parts. I am passionate about innovation in 
manufacturing high precision parts, tight tolerance and then that feeling of achievement of such a great   work.  So it is something quite personal. That 
is what I loved since my childhood. For the same reason I am working here. For the same reason I worked for three other organizations."    
 
A lead operator self-affirmed his passion: “I have my own acronym that I tell to all of my guys and I keep reminding myself, I do possess these three 
qualities. My acronym in PCD and it is so relevant to ... because PCD is actually acronym for POLY Crystalline Diamond which is a cutting tool. And also 
PCD in engineering is Pitch Circle Diameter, so you can see it in engineering drawings. My PCD means Passion, Commitment and Dedication. I had 
Passion, Commitment and Dedication to ... and I had it for my other jobs." 
 
 
An Engineer described how his identity aligned with the job he was doing: “Many of the engineers who are employed here; I think they are employed 
because of their passion.  Sure, not everybody in organization has that passion. I have a philosophy if you really want to be good at something you 
should have a passion for that. I don’t think there is any measure of achieving that sort of skill. I am not the only one here, there are many people here, 
software guys, and others are equally passionate about what they do and to certain respect if they didn’t have that passion they wouldn’t survive here. 
Let me put it this way, in terms of passion for engineering,  I knew what I was going to do when I was eight years old I had a T-shirt ‘Engineer’  was 
printed on it . I have a photo of that. By the time I got to university there was no question about what I wanted to do." 
 





Another engineer explained that his commitment to the organization was a result of his feelings towards his profession and emphasized that his 
commitment was not impacted by his perception of leadership:  “...I think is more professional people, engineers like to be engineers. They impress 
themselves. They should be proud of what they do. They can’t rely on somebody else to say that is a good job.”    
 
Passion for the core 
activity of the 
organization 
A finance manager explained his passion to work for an engineering firm: "  ...of course not my dream job. It is not something I originally set out to do.  I 
originally set out to do engineering. .... a lot of occasions when worked with engineers I understand what engineers are doing. So I can help cost the 
product, for instance. I can sit down with them and work through and understand what is going on which derives the cost of that product and work out 
the cost and work with purchasing people, you know, cross functionally."    
 
An accountant rationalised her lack of motivation by explaining how she would have preferred to be involved in engineering: “The work is really 
repetitive in account. It is not like engineering designing things every day or coming up with new innovation.” 
Internal Organizational 
Identity   
Challenging Work 
Environment  
An engineer noted how unique the organization was, in terms of providing challenging environment: “I do like the challenge and you get to be exposed 
to other things that other workplaces don’t expose you to. For instance, in one project we have to look at ... product which wasn’t part of our standard 
product. So it is a greater exposure.   We can explore new challenges and technology. I think that is quite unique ....”  
 
An operator shared how positively his commitment was affected by the challenging environment: “I suppose my commitment here to this organization 
is partly because it is a challenging job. It is always challenging.  Nothing is boring about it. It is very interesting.  It is good to be involved with a 
manufacturing   company that is very progressive....” 
 
External Organizational 
Identity   
Technologically 
Advanced Product 
An operator described how satisfied he was working for an organization at the far end of technology: “It is good to be involved with a manufacturing   
company that is very progressive working at the very far end of advanced technology.”    
 
A sales manager stated that reputable products contributed to this commitment to organization: “...the other thing is our product is a reputable one. It 






An engineering manager identified the important factors in development of his commitment to the organization: “... the technology, the opportunity to 
work for a global company was very exciting. I think that level of excitement was really good. The ability to work on something and physically face it and 
be part of whole process was quite attractive. In a lot of design work, you don’t see the results. With ... you get to be through the whole process.”  
The organization’s 




An operator explained how proud he was working for an Australian base organization: “... in this an age we are working for an Australian base company 
which is at the very leading edge of its field and it is manufacturing product which we can sell to China.” 
  
An engineer referred to the organization’s effort to continue manufacturing in Australia, regardless of its economic consequences, as his personal value:  
“...for example they still have a foolish attachment to Australian manufacturing, as I did as owner of my own business. They still do things in Australia 






Findings from this qualitative stage of the research are presented in two parts: the first part 
summarizes key aspects of the data analysis process employed by the author which led her to 
decide upon her second-order codes. In this first part of the findings section, the author provides 
a more detailed analysis of the data and outlines the review processes through which the links 
between identity theories and qualitative themes were identified.  
The second part of the qualitative findings section introduces forms of identification that were 
found in the interview data and the distinctive attributes of those forms. At this point then, it 
becomes appropriate to elaborate on the key tenets of identification theory within 
organizational contexts. During that elaboration of identity theory, the author examines the 
identification processes through which some employees develop willing organizational 
commitment, regardless of their leader’s behavioural style.  
Building on these findings, the researcher presents a comprehensive, cross-level model of the 
development of organizational commitment in Chapter Seven. That model integrates the 
qualitative findings of the research with the quantitative findings of the research. The final 
model serves as a heuristic guideline for managerial leaders who seek to develop willing 
organizational commitment within employees.   
Figure 5.1 captures the data analysis steps that enabled the researcher to arrive at themes, codes, 
and dimensions which then were incorporated within the design of the comprehensive model 
that is presented and discussed in Chapter Seven. The five themes, (1) Passion for profession 
(2) Passion for the Core Activity of the Organization (3) a Challenging Work Environment (4) 
Technologically Advanced Products (5) and the organization’s determination to maintain its 
manufacturing in Australia, were arrived at after a careful review of the interview transcripts 





findings chapter, provides sample illustrative quotations extracted from the interview data to 
provide an evidentiary base in support of the themes. Data was regularly revisited during the 
analysis and the codes were reviewed if required. 
Episodes (Table 5.2: Quotations) that were identified from analysing the interviews were 
clustered as themes emerged during the first-order coding (Figure 5.1: Left-hand side).  The 
themes, then, were linked with three research and theory induced, second-order codes of: (1) 
occupation/professional identity; (2) internal organizational identity; (3) external 
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The themes that emerged from the author’s data analysis were used to construct second-order 
codes by differentiation which took two key criteria into account: “target” and “level of self”. 
Themes 4 and 5 reflected concern with and identification with, the external attributes of the 
organization; whereas theme 3 reflected concern with and identification with, the internal 
attributes of the organization. Themes one and two are related to the attributes of the 
informants’ occupation.  
The second criteria of differentiation, “level of self”, concerned whether a theme related 
primarily to either the informants’ individual self-concept or collective self-concept. Two 
themes – ‘Passion for Profession’ and ‘Passion for the Core Activity of the Organization’ - are 
linked to the target of occupation/professional identity. Specifically, the theme, “passion for 
the core activity”, gathers together episodes in which informants explained why they value 
activities which are embedded in their occupation or profession; along with episodes in which 
informants indicated feeling that those activities have emotional significance (Tajfel 1978) for 
the interviewees. In some of these episodes informants provide a self-definition in terms of 
their occupation/ profession along with frequent reference to their childhood memories which 
shows that the personal level of self is involved in the identification process (Ashforth et al. 
2008). The personal level of self is, for instance, evident in the following comment provided 
by one of the informants. “This role should be part of that bigger definition of me. I can’t come 
here as one person and go home as another.” 
The theme, “Passion for the Core Activity of the Organization”, on the other hand, refers to the 
passion for engineering, which is the core activity of the organization. Some informants 
explained how they identify themselves with attributes of this occupation or profession 





explaining how his passion for engineering, in the past, has strengthened his effectiveness at 
work.     
“... It is not something I originally set out to do.  I originally set out to do engineering.  ...  when 
worked with engineers I understand what engineers are doing . So I can help cost the product 
for instance. I can sit down with them and work through and understand what is going on which 
derives the cost of that product and work out the cost and work with purchasing people you 
know cross functionally.”    
The essence of both theme 1 and theme 2 is a concern with the self-concept of informants 
defined around attributes of their profession and occupation. In the episodes that supported 
those two themes, informants attempted to provide a self-definition based on characteristics of 
their profession or the core activity of the organization. They frequently used the term ‘I am 
“A …..”’ in reference to their profession and subsequently they sought to explain what it means 
for them to be “an A ....”  
Those informants distinguished their professions from others by referring to the meanings and 
values they attached to that profession. Some interviewees referred to the distinctive 
perspectives of their profession.     
Theme 3, ‘challenging work environment’, is based upon the episodes in which informants 
provide self-referential descriptions of a value that is associated closely with their organization 
(Ashforth et al. 2008). They referred to ‘challenge at work’ as one of the distinctive 
characteristics of their organization which is aligned with their personal values. “...it is 
challenging. I do like the challenge and you get to be exposed to other things that other 
workplaces don’t expose you to. For instance in one project we have to look at ... product which 
wasn’t part of our standard product. So it is a greater exposure. We can explore new challenges 





challenging nature of their work was interpreted as an indication of a clear and well-
communicated internal identity of the organization (Cheney & Christensen 2001; Ashforth et 
al. 2014).  
To clarify this interpretation, the researcher studied the identity of the organization through 
their formally communicated values and it was found that providing a challenging environment 
was displayed on the organization’s ‘mission and vision’ poster. This feature of the 
organization was frequently referred to by senior managers during interviews with them. To 
further investigate the importance of this feature, the researcher attended a talk to employees 
delivered by the human resource manager who emphasized that “providing a challenging 
environment” was a core organizational value and goal.  
According to Aust (2004), organizational identity is established through values which are 
effectively communicated with employees and based on this researcher’s findings, the 
provision of a challenging work environment was one of the significant internal attributes of 
the organizational identity, in the sample organization. The more effectively an organizational 
identity is communicated, the stronger organizational identification is (Albert & Whetten 
1985).  
Theme 4, ‘Technologically Advanced Product’, refers to episodes in which informants defined 
their organization as a global organization. They repeatedly referred to the technologically 
advanced products of their organization as a characteristic which distinguishes their 
organization from others. 
One interviewee said, for instance “...in this day and age we are working for an Australian 
based company which is at the very leading edge of its field and it is manufacturing product 





In some comments, informants highlighted this attribute of their organization and referred to 
that as one of their personal values: “... because it allows me to have that more  creative side 
of it and writing side of it and also have that technical and analytical side of it. So I would 
never ... chocolate bar or something like that I have to have something that is more logical and 
then I get to combine both sides of it and it actually is my value because not every ... can do 
that so I can ... sort of technical products.”  
This attribute of the organization was reflected in its vision statement: “To be an agile world-
class innovative technology provider”, and that statement was displayed in various locations 
in the organization. Mention of being technologically advanced holds the highest value (52.4%) 
for the ‘number of informants providing episodes’, along with theme 3 (a challenging work 
environment). Both these themes refer to the values and goals of the organization which are 
framed and structured through vision and mission statements. Frequent reference to 
challenging work and being technologically advanced with a focus on the organization’s values 
and goals provide evidence for the effective communication of those values and goals. Through 
that provision, the organization has provided some of its employees with a clear identity which 
demonstrates who they are in relation to other entities and other people (Bartels et al. 2010).  
Organizational identity depends upon a combination of internal and external attributes. Internal 
attributes are characteristics of the organization that are related to employee roles within the 
organization (Hatch & Schultz 1997). External attributes of organizations, however, specify 
the characteristics that distinguish those organizations from others, hence organizational 
identity defined through the external attributes of organizations is also referred to as ‘corporate 
identity’ (Hatch & Schultz 1997). Theme 4 is different from theme 3, because of its focus on 
external attributes of the organization. On the other hand, theme 4 is similar to theme 5 which 





Theme 5 is focused on the organization’s attempt to maintain its manufacturing in Australia 
and refers to episodes in which the informants’ description of this aspect of their organization 
included, mention that this organizational value aligns with their personal values: “...for 
example, they still have a foolish attachment to Australian manufacturing, as I did, as the 
owner of my own business. They still do things in Australia, where economic circumstances 
say they shouldn’t.” 
“We sort of try to maintain the base in here in Melbourne as such, so that we can keep the 
manufacturing in Australia. I think it is incredible.” 
These five themes are also differentiated based on the level of self which is involved in each 
type of identification. Theme 1 and theme 2 are categorized under occupation/professional 
identity because they are mainly concerned with the personal level of self.  People who define 
themselves through the position they hold frequently identify themselves with their profession 
(Thatcher et al. 2003). This identification is developed around who they are in terms of their 
profession and how strongly they feel connected to their professional identity as a person. The 
level of self which is involved in occupation/ professional identity depends also on the nature 
of one’s profession. People with a more idiosyncratic profession are more likely to identify 
with their profession at a personal level.   
According to Ashforth et al. (2008) and Dick (2001), the more idiosyncratic the profession, the 
more it resembles a personal identity rather than a social identity. The manufacturing 
interviewees providing the episodes in theme 1 and theme 2 frequently referred to their 
profession as a distinctive career and described how their profession is associated with their 
passion for work: “...we do have factory staff who are not passionate about their work.  I would 
say I might get something out of design that factory workers cannot get out of what they do. So 





related to how they are dealt with ... so they aren’t necessarily passionate about... if you speak 
to some of them they would be quite unhappy. For example because they see a lot of things 
happening should not happen and they are unhappy with their managers.  Whatever, I think I 
am lucky enough to get more out of what I do.  In spite of concerns I might have about those 
things." 
“...I know those people are ... not engineers there is a big difference. So this company despite 
any reservation I might have about particular managers and particular ways of doing things it 
is very much an engineering company we are probably doing for the sake of it rather than 
rather than.... which is interesting.”  
Furthermore, these interviewees associated their personal stories with their profession stories 
thereby defining themselves with their profession at a deeply personal level. Some even 
referred to their childhood stories to describe how their professional identity has roots in their 
personal identity: “I knew what I was going to do when I was eight years old I had a T-shirt 
‘Engineer’ was printed on it. I have a photo of that. By the time I got to university there was 
no question about what I wanted to do. By the time I got to university there was no question 
about what I wanted to do”. 
“...that is because of my passion for engineering. I am passionate about manufacturing about 
making parts, the innovation, the feeling of fulfilment I get from engineering job, and I get from 
making parts. I am passionate about innovation in manufacturing high precision parts, tight 
tolerance, and then that feeling of achievement of such a great work.  So it is something quite 
personal. That is what I loved since my childhood for the same reason I am working here for 
the same reason I worked for three other organizations.... my father was... maker. I started in 





Occupational identity is also tied up in the roles that individuals play within their organizations 
(Stryker & Burke 2000). Ashforth et al. (2008) suggest that occupational/professional identity 
could be more consistent with personal identity rather than social identity. Some of the 
comments that fall within theme one show how informants identify their personal selves with 
the attributes of the role they play in their organizations: “This role should be part of that 
bigger definition of me. I can’t come here as one person and go home as another.” 
Theme 3 is also developed around the personal level of informants’ selves. This theme is linked 
to internal organizational identity and refers to the nature of informants’ relationships with their 
organization, through identification with one of the internal characteristics of that organization: 
a challenging work environment.  Informants explained how their personal preference for a 
challenging work environment, promotes their level of commitment to the organization: “...Yes 
it does make it more challenging. I do like the challenge.” 
“...I suppose my commitment, here, to this organization is partly because it is a challenging 
job. Always challenging, nothing boring about it. It is very interesting. It is good to be involved 
with a manufacturing   company that is very progressive working ...” 
Themes 4 and 5, on the other hand, are focused on the collective level of self. The collective 
level of self includes identification with one’s workgroup, team, department and / or 
organization: “One is a member of the collective and so one is already “identified” by others 
and oneself as being of the collective” (Ashforth et al. 2016, p.333). The nature and dynamics 
of the collective level of self, typically reflects the attributes of social identity (Tajfel & Turner 
1986; Aron & McLaughlin-Volpe 2001; Haslam & Ellemers 2005, 2011). Social identity is 
concerned with that part of  an individual’s self-concept which is based on his/her knowledge 





emotional significance attached to that membership (Tajfel 1978). Social identity therefore 
differs from personal identity in relation to the individual’s level of self.  
Personal identity focuses on the personal level of self and reflects the idiosyncratic attributes 
which distinguish one individual from others; whereas social identity reflects the collective 
level of self which is developed around the perceived values and emotional significance 
associated with membership of a group or collective (Ashforth et al. 2016). The interviewee 
comments that the researcher has gathered together within themes 4 and 5 include the 
informants’ descriptions of their collective selves. In other words, some of the interviewees 
answer the question of who they are as a member of a collective by referring to two distinctive 
attributes of their organization: manufacturing technologically advanced products and 
willingness to maintain the manufacturing in Australia: “...and that means everything we do it 
had to be better so we had to constantly look at the latest technology and also the latest training 
and development tools because if we don’t bring them along with us, the next generation will 
fall behind and then you lose them because they are feeling as they are not being supported.” 
“The other thing is our product is a reputable one. It is a very good product and has a very 
good future which means if ... is growing I can grow with ... which is a good thing.”   
Theme 5 gathers together comments from those interviewees who identified their collective 
selves with one of the distinguishing attributes of their organization: a determination to 
maintain manufacturing in Australia: “We sort of try to maintain the base in here in Melbourne 
as such, so that we can keep the manufacturing in Australia. I think it is incredible.” 
 “...in this an age we are working for an Australian base company which is at the very leading 
edge of its field and it is manufacturing product which we can sell to ....” 
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e.g. A design engineer identified his personal passion for engineering 
as a reason to work for the organization: "I am passionate about 
manufacturing about making parts, the innovation, the feeling of 
fulfilment I get from engineering job, I get from making parts. I am 
passionate about innovation in manufacturing high precision parts, 
tight tolerance and then that feeling of achievement of such a great   
work.  So it is something quite personal. That is what I loved since 
my childhood, for the same reason I am working here, for the same 
reason I worked for three other organizations."    
e.g. A finance manager explained his passion to work for an 
engineering firm: "  ...of course not my dream job. It is not 
something I originally set out to do.  I originally set out to do 
engineering. .... a lot of occasions when worked with engineers I 
understand what engineers are doing. So I can help cost the product, 
for instance. I can sit down with them and work through and 
understand what is going on which derives the cost of that product 
and work out the cost and work with purchasing people, you know, 
cross functionally."    
e.g, An engineer noted how unique the organization was, in terms of 
providing challenging environment: “I do like the challenge and you 
get to be exposed to other things that other workplaces don’t 
expose you to. For instance in one project we have to look at ... 
product which wasn’t part of our standard product. So it is a greater 
exposure.   We can explore new challenges and technology. I think 
that is quite unique ....” 
 
e.g., an engineering manager identified the important factors in 
development of his commitment to the organization: “... the 
technology, the opportunity to work for a global company was very 
exciting. I think that level of excitement was really good. The ability 
to work on something and physically face it and be part of whole 
process was quite attractive. In a lot of design work, you don’t see 
the results. With ... you get to be through the whole process.” 
 
e.g,  An engineer referred to the organization’s effort to continue 
manufacturing in Australia, regardless of its economic 
consequences, as his personal value:  “...for example they still have a 
foolish attachment to Australian manufacturing, as I did as owner of 
my own business. They still do things in Australia where economic 





















5.2.2 What is identity and what is identification? 
Having empirically established that identification and identity processes make significant 
contributions to the development of willing organizational commitment, in addition to self-
determination processes, it is appropriate to now examine identity and identification processes 
more closely. That examination is needed not only to consolidate the findings presented thus 
far in this chapter, but also to prepare for the concluding chapter in which the relationship 
between being self-determined and being self-defined will be clarified. 
Identity is an answer to the question of “who am I?” or “who are we?” (Ashforth et al. 2008) 
and this answer originates from self-referential descriptions of individuals and groups. Identity 
underlies individuals’ observable behaviours and it is the root construct in identification theory.  
In order to better understand identification and explore the processes of identification in 
different contexts, one must start with understanding of identity (Ashforth et al. 2008) and 
discover what types of identity are developed in a given context. 
Social identity is defined as that part of a person’s self-concept which is drawn from his/her 
perception of his/her membership of a social group (or groups)  together with the perceived 
values and emotional significance attached to that membership (Tajfel 1978). Social identity 
refers to attributes which reflect group membership and its associated aspects, whereas personal 
identity refers to idiosyncratic attributes that are unique to a personal self and distinguish one 
individual from others (Ashforth et al. 2016). Not surprisingly, Postmes and Jetten (2006) 
define personal identity as “a person’s unique sense of self”.  
Social identity is also distinguished from personal identity based on the notion of levels of self. 
Social identity is associated with the collective level of self; whereas personal identity is unique 
to the individual and distinguishes between individuals (Turner et al. 1994; Brewer & Gardner 





relational and comparative and includes not only a descriptive sense of  an individuals’ identity 
within a group, answering the question of “who are we?”,  but also an evaluative sense of the 
group’s identity answering the question of “ how good are we?” in relation to other groups 
(Ashforth et al. 2008). 
During the data analysis of this research presented earlier, indications of both personal identity 
and social identity were evident in the interviewees’ descriptions of self-concepts, thereby 
demonstrating that although the theoretical distinction between the personal and collective 
levels of self is clear, in practice both levels come into play depending upon the concerns being 
addressed by interviewees. When referring to their professional/occupation identity, for 
instance, interviewees sometimes focused on their personal level of selves as they sought to 
describe how unique they were in terms of their traits, abilities, and skills: “... I have my own 
acronym that I tell to all of my guys and I keep reminding myself; yes I do possess these three 
qualities . My acronym in PCD and it is so relevant to ... because PCD is actually acronym for 
POLY Crystalline Diamond, which is a cutting tool. And also PCD in engineering is Pitch 
Circle Diameter, so you can see it in engineering drawings. My PCD means Passion, 
Commitment and Dedication.”  
“...like I said the job from hell was a case of there was no engineering there at all. I am never 
happy I always tell my guys too. When for example we are installing full screw into our 
machines as with everything, all machines all cars all manufacturing, we work for a tolerance 
and we have a tolerance band that we work for. My tolerance band is zero. That is why I tell 
my guys we work to zero tolerance. My theory is if we can work to zero tolerance as opposed 
to the top tolerance that machine will last longer in the field and it will.”  
Similarly, some interviewees referred to their unique perception of their profession in 





aspect of training people. Because, I just enjoy. I am personally passionate about ... in design 
so when I see people not doing that or they need help for understanding how to achieve that, 
so I try to help them building that understanding,  not just trying to say this is what you need 
to do, but trying to help them see that vision, why. Then, they can see beyond just their 
requirements. I’d like them to take this on, as their value. So it is personal motivation.” 
Interviewees referring to “a challenging work environment” as one of the appealing aspects of 
the organization were also focused on the personal level of self, even though the target of the 
identity was a collective-being (organization). Those interviewees referred to who they were 
as a person in explaining why this internal attribute of the organization’s identity appealed to 
them: “...I never get the safe job I always go for the challenge. ...yes I do actually I enjoy it. It 
is very challenging and I had very good feedbacks for what I was putting out and it is never 
the same thing. I am always doing something new.” 
The collective level of self was more clearly efficacious when interviewees described 
themselves in ways that highlighted the significance of their role in the context of the 
organization. At those times, interviewees referred mainly to their collective selves because 
their focus was more on the distinctive attributes of  the organization in contrast to other 
organizations: “...And that means everything we do it had to be better so we had to constantly 
look at the latest technology and also the latest training and development tools because if we 
don’t bring them along with us the next generation will fall behind and then you lose them 
because they are feeling as they are being supported.”  
“...We sort of try to maintain the base in here in Melbourne as such so that we can keep the 
manufacturing in Australia going I think it is incredible.” 
Emotions, particularly those associated with the need for relatedness; contribute to the process 





from the individual’s perspective and those meanings are also influenced by “social 
embeddedness of roles in valued relational networks” (Ashforth et al. 2008). In other words, 
valued relationships within a role increase the likelihood of identity affirmation by individuals 
and leads to stronger role identity (Burke & Reitzes 1991).  
Importantly, however, the research data collected from the author’s interviews shows that 
emotions can be centred on a passion for the profession itself, rather than the relationships 
available within the profession. Some interviewees described their feelings about their 
occupation in strongly emotional terms: “...that is because of my passion for engineering. I am 
passionate about manufacturing about making parts, the innovation, the feeling of fulfilment I 
get from this engineering job, I get from making parts. I am passionate about innovation in 
manufacturing high precision parts, tight tolerance, and then that feeling of achievement of 
such a great work.  So it is something quite personal. That is what I loved since my childhood 
for the same reason I am working here for the same reason I worked for three other 
organizations.”    
“...I said to my son your job is who you are but he does not think that way.  ...” 
“...I think is more professional people, engineers like to be engineers. They impress themselves. 
They should be proud of what they do. They can’t rely on somebody else to say that is a good 
job.”    
Identity can also of course be conceptualised around the central characteristics of organizations 
(Ashforth et al. 2008). This conceptualization of identity differs from personal and collective 
identity in its focus. Both social identity theory and personal identity theory focus on the links 
between an individuals’ self-concept and a collective or role, whereas the focus of 
organizational identity is the distinctive, central and enduring characteristics of an organization 





and envisions the collective-self. It defines who or what we are in relation to our people, 
stakeholders and other organizations.  
According to Albert et al. (2000) organizational identity is constituted by the situation of an 
organization in relation to others and this enhances an organization’s effective interactions with 
other organizations, their stakeholders, and most importantly with their people. Organizations 
must provide their people with a clear vision of whom and what they to enable employee 
identification with the organization. Organizational identity is typically communicated through 
organizational values and it is framed and structured in the organization’s mission and vision. 
In the analysis presented earlier in this chapter, “internal organizational identity” and “external 
organizational identity/corporate identity” represent two complementary sides of 
organizational identity. “Internal organizational identity” is more to do with employees’ 
relationships with the organization and reflects their perception of the organization in relation 
to its internal attributes. “External organizational identity/corporate identity”, however, is more 
to do with the external image of the organization in comparison to other organizations or its 
situation in relation to other organizations (Hatch & Schultz 1997). These two constructs 
complement each other and together provide a holistic notion of organizational identity. As we 
saw in the earlier data analysis, some interviewees referred to the internal - and some to the 
external - attributes of their organization when describing their relationship with it and in 
explaining how that relationship, based upon that particular facet of the organization’s identity,  
improved their commitment toward the organization: “...I would say it is the working 
environment and the product of ... it is very advanced product in the world now, I think we are 





“...You see that manufacturing in Australia is going down; a lot of places are going out of 
Australia. When I see these guys are trying hard to keep the manufacturing in here, I feel really 
good. We are now selling product to.... It is really good.” 
“...they did go to him and said: ‘no, that is not quite right, we are in business to make 
Australians the best in the world.’” 
Rather than treating each of the three conceptualizations of identity as separate and independent 
of the other, this author proposes – based upon a careful and thorough examination of the 
interview data - that it is more fruitful to consider an individual’s identity inside an organization 
as a combination of their personal level of self and collective level of self, emerging from their 
perceptions of their role, occupation, profession and their perceptions of the collective 
(organization). Densely articulated personal and professional identities therefore, in 
conjunction with well-communicated organizational identities, create a stronger likelihood of 
such individuals identifying with those organizations (Kreiner & Ashforth 2004; Cole & Bruch 
2006; Ashforth et al. 2008).  
According to Ashforth et al. (2008 p.328), “identities are usually an amalgam of the perceived 
characteristics of the collective or role (e.g., values, goals, beliefs) and the perceived 
prototypical characteristics of its members”. Identification has been illustrated by Asforth et 
al. (2008) in Figure 5.3, as a continuum of formulations with a central focus on cognition, 
reflected by “I am..., I value..., and I feel about ...” Cognition as a central focus of identification 
refers to the sense of awareness of one’s self (self-concept) (Tajfel 1982) and perception of 
one-ness (Ashforth & Mael 1989). Identification occurs when one’s perception of one’s-self 
comprises the attributes of the target (profession, organization) and subsequently creates a 





“....Those sorts of things are the things which move you from a person who says I am here 
because I have to be here to person who choose to be here. Doesn’t mean I don’t have that 
amazing life outside of work but those two, work together rather than I suffer from the eight 
hours work...” 
 














Narrow formulation                                                                 Broad formulation  
 
 
This narrow focused formulation is then broadened to include the contents of the identity. In 
this step, identification moves from a self-category view to a broader view which includes 
one’s feelings and attributes relevant to those feelings: values (I care about...), goals (I want...), 
 
Core of Identity 
I am “A” (self-definition) 
I value “A” (importance) 
I feel about “A” (affect) 
Behaviours of Identity  
I do “G” (behaviours)   
Content of Identity 
I care about “B” (values) 
I want “C” (goals) 
I believe “D” (beliefs) 
I generally do “E” (stereotypic traits) 






beliefs (I believe ...), stereotypic traits (I generally do ...), and knowledge, skills and abilities (I 
can do...) (Ashforth et al. 2008). These attributes constitute the meanings an individual attaches 
to their cognitions. 
Table 5.3 provides sample extracted quotations from the interview transcriptions which 
demonstrate interviewee’s feelings, values, beliefs, and skills associated with their perception 
of who they are in relation to their profession and their organization. These comments were 
made by informants preceding their explanations of their profession, occupation, or 
organization. They regularly used the terms “I am ...” or “We are ...” when referring to their 
perceptions of personal selves or collective selves; “I am an engineer...”, “It is just the way I 
am”, “...everything we do had to be better...”, “I am personally passionate about design...” 
and  “We sort of try to maintain the base in here in...” . They then went on to describe the 
attributes attached to being: “we were machine tool producers, different type of machines. I 
worked in machine tool producing companies all my working life except for that ... company. 
So ... I know the products and I know them very well. And I am very good at l what I do”, and 
“This role should be part of that bigger definition of me. I can’t come here as one person and 







Table 5.3  Illustrative Quotations relevant to the content of identity 
Contents  Illustrative Quotes  
How I feel about    
 
An engineer explains how engineers should feel about what they do: “...They should be proud of what they do. They can’t rely on somebody else to 
say that is a good job.” 
 
An engineer explains what she can do, because of the organization and how she feels about that:   “Yes it does make it more challenging. I do like the 
challenge and you get to be exposed to other things that other workplaces don’t expose you to. For instance in one project we have to look at ... 
product which wasn’t part of our standard product. So it is a greater exposure.   We can explore new challenges and technology. I think that is quite 
unique in ...”  
 
A design engineer refers to the feeling of fulfilment he receives from what he does: “I am passionate about manufacturing about making parts, 
innovation, and feeling of fulfilment I get from engineering job I get from making parts. I am passionate about innovation in manufacturing high 
precision parts tight tolerance and then that feeling of achievement of such a great   work.  So it is something quite personal. That is what I loved since 
my childhood for the same reason I am working here for the same reason I worked for three other organizations.”    
 
An operator explains how he feels about his job, the organization and the product: “... because I got this quality that I give to this company and it is 
because, I love this company so much, I love my work so much, I love the product so much I then try to think about what I can try to ...” 
What I generally do   
 
A machine operator relates what he generally does to who he is: “ I also, when I built the machine, when I was there in production, I know in my heart 
that those machines I built, when they left this factory to go to the customers,  that customer is going to get the bloody good machine. It is just the 
way I am. I put everything into what I do.”   
what I believe   
 
An operator rationalises his dedication by referring to what he believes:  “... And I had the dedication because I believed in their products.”  
Ability, skills and 
knowledge   
 
 
An engineer refers to the ability he has gained through his job: “The ability to work on something and physically face it and be part of whole process 






An operator refers to his ability and skills and explains how he is passionate about what he does:    “...because I am so passionate about it. Yes it is a 
very difficult task, but if you love it as much as I do it is not difficult it is a pleasure. It is a natural pleasure building a particular assembly and getting it 
passed on zero tolerance.”  
Want I want to do   
 
An operator explains what he wanted to be: “I always wanted to be part of ...’s production...”  
What I value 
 
 
A sale person explains how her values are in line with what she does and what she is capable of doing through her job:  “... because it allows me to 
have that more  creative side of it and writing side of it and also have that technical and analytical side of it. So I would never ... chocolate bar or 
something like that I have to have something that is more logical and then I get to combine both sides of it and it actually is my value because not 
every ... can do that so I can ... sort of technical products.”  
what I can do   
 
An operator relates his opportunity of growth in future to the organization’s growth:  “...which means if ... is growing I can grow with ....Which is a 






According to Elsbach (2004) individuals who accept the attributes of the collective (profession, 
role, and organization) as their own are more likely to become prototypical of the collective. 
They embody the characteristics of the collective so deeply that the collective becomes a part 
of their identity: “This role should be part of that bigger definition of me. I can’t come here as 
one person and go home as another.” This level of integration between attributes of the 
collective and attributes of the person develops only when the attributes are densely articulated 
by individuals. Thus, the extent to which attributes of the collective are clearly articulated by 
individuals shapes the subsequent level of identification. In other words, the more salient the 
identity, the stronger the level of identification: “Identification only influences thought, feeling, 
and action when the associated identity is salient, that is, situation-ally relevant and subjectively 
important” (Ashforth et al. 2008, p.329).  
The researcher’s interview transcripts contained comments which accorded with the Ashforth 
et al.’s  characterization of ‘strong identification’: “Let me put it this way, in terms of passion 
for engineering, I knew what I was going to do when I was eight years old I had a T-shirt 
‘Engineer’  was printed on it . I have a photo of that. By the time I got to university there was 
no question about what I wanted to do and yet, other people I dealt with said maybe I do 
engineering maybe I do medicine. There was this huge range of choices that they were saying 
in the same breath and for me it was unthinkable that they could have so little bios that could 
potentially choose any of those things in proof of their detachment.  They could be so detached. 
If they had been asked when they were eight ‘what do you want to do’ maybe they would have 
given an answer. When they are in final year of high school’ what do you want to do’ they 
would have said ‘I am not sure’. And there are people now doing their degrees they are still 





The comments above were made by a design engineer in response to a question about the 
factors that he thinks were contributing to his commitment to the organization. He began by 
talking about his passion for engineering (his profession) and how this passion is deeply rooted 
in his personal identity by referring to his childhood memory of himself. This comment: “Let 
me put it this way, in terms of passion for engineering, I knew what I was going to do when I 
was eight years old I had a T-shirt ‘Engineer’  was printed on it . I have a photo of that” is 
highly significant as evidence of a strong sense of professional identity.  The engineer’s 
comment refers to the core of identity in Ashforth et al.’s (2008) illustration of identification 
(see Figure 5.4).   
This same interviewee further explained his commitment to the organization by referring to the 
‘engineering mindset’ in the organization: “They tend to think as engineers because they are 
engineers. Because I worked for a lot of companies ... I know what is like to work for big 
accountants. I know those people are accountants not engineers. There is a big difference. So 
this company despite any reservation I might have about particular managers and particular 
ways of doing things it is very much an engineering company we are probably doing for the 
sake of it rather than ...which is interesting.” In other words, this interviewee’s commitment to 
the organization is the result of his passion for engineering (his profession) which is rooted in 
his strong professional identity.   
It is clearly evident from this interviewee’s comments that organizational commitment, in his 
case, is a result of strong sense of professional identity and simultaneously contributes to that 
strong sense of professional identity. The clear reference to organizational commitment as one 
of the behavioural outcomes of this employee’s identification, demonstrates how narrower 
formulations are linked to the broader formulations in the continuum of identification (Figure 





et al.’s identification continuum (Figure 5.3) includes behaviour. When identification occurs 
through a dense articulation of the attributes associated with an alignment between an 
individual’s personal or professional identity and the organization’s identity, that identification 
is more likely to result in positive behavioural outcomes. 
Although positive relationships have been found between identification and behavioural 
outcomes such as organizational citizenship behaviours and organizational commitment, it has 
been argued by Ashforth et al. (2008) that behaviour should be regarded as a probabilistic result 
of identification, not as a necessary element. Albarracin et al. (2001) and Webb and Sheeran 
(2006) have identified various factors such as situational constraints, competing identifications, 
and impression management concerns which may constrict the link between cognitions and 
behaviour (attitude-behaviour) and as a consequence identification with an organization may 
not always result in organizational citizenship behaviour.   
Riketta et al. (2006) discuss situational constraints and distinguish between situated 
identification and deep identification. They contend that situated identification is a more 
temporary form of identification, developed through a sense of belongingness to the collective 
(role, profession, organization) triggered by situational cues. Deep identification, on the other 
hand, occurs at a more fundamental level between individuals and collectives (Riketta et al. 
2006; Ashforth et al. 2008). Fundamental and deep identification is referred to as “congruence 
between self-at-work and one’s broader self-concept” (Rousseau 1998: p.218 used in Ashforth 
et al. 2008): “...Those sorts of things are the things which move you from a person who says I 
am here because I have to be here to person who choose to be here. Doesn’t mean I don’t have 
that amazing life outside of work but those two work together rather than I suffer from the eight 





hours they get through that 8 hours and they get the money to do the things they wanted to do 
it is just not me.”      
“This role should be part of that bigger definition of me. I can’t come here as one person and 
go home as another.” 
The above comments, provided by one of the interviewees, indicate congruence between that 
informant’s perception of self-at-work and his broader self-concept. Those comments provide 
evidence that those individuals, who have a clear self-concept with associated attributes that 
are coherent with attributes of a collective, are more likely to develop behavioural outcome as 

















How I feel about   An engineer explains how engineers should feel about what they do: “...They 
should be proud of what they do. They can’t rely on somebody else to say that is a 
good job.” 
What I generally 
do  
A machine operator relates what he generally does to who he is: “ I also, when I 
built the machine, when I was there in production, I know in my heart that those 
machines I built, when they left this factory to go to the customers,  that 
customer is going to get the bloody good machine. It is just the way I am. I put 
everything into what I do.”   
what I believe  
An operator rationalise his dedication by referring to what he believes:  “... And I 
had the dedication because I believed in their products.”  
Ability, skills and 
knowledge   
An engineer refers to the ability he has gained through his job: “The ability to 
work on something and physically face it and be part of whole process was quite 
attractive. In a lot of design work you don’t see the results. With ... you get to be 
through the whole process.”  
Want I want to 
do  
An operator explains what he wanted to be: “I always wanted to be part of ...’s 
production...”  
What I value A sale person explains how her values are in line with what she does and what she 
is capable of doing through her job:  “... because it allows me to have that more  
creative side of it and writing side of it and also have that technical and analytical 
side of it. So I would never ... chocolate bar or something like that I have to have 
something that is more logical and then I get to combine both sides of it and it 
actually is my value because not every ... can do that so I can ... sort of technical 
products.”  
What I can do  An operator relates his opportunity of growth in future to the organization’s 






5.2.3 Discussion and Conclusion  
This chapter has analysed the notion of identity through three different perspectives. The 
personal level of self, which is the basis for professional identity, was seen to be different to 
the collective level of self which is drawn from individuals’ perception of their membership of 
a social group together with perceived values and emotional significance attached to that 
membership. Both the personal and collective levels of selves were evident in interviewee 
comments.  As a consequence, the author chose to categorise emergent themes found in the 
interview data around the different levels of self during the second order coding process.  The 
personal level of self was seen to be more evident in the sample organization that the collective 
level of self in that there were 43 episodes - 75% of the total - that were predominantly 
associated with the personal level. Themes included in the personal level category were also 
referred by a majority of the interviewees: ‘Passion for their profession’ was referred by 10 
informants (47.6%); ‘Passion for the Core Activity of the Organization’ was referred by 3 
informants (14.3%); ‘Challenging Work’ was referred to by 11 informants (52.4%).  
According to many other researchers (van Knippenberg & van Schie 2000; Apker & Fox 2002; 
van Dick et al. 2004; Lipponen et al. 2005; Riketta & van Dick 2005; Johnson et al. 2006; 
Richter et al. 2006; Millward et al. 2007; Ullrich et al. 2007; Ashforth et al. 2008), identification 
at the lower personal order is stronger that identification the higher collective or organizational 
order identities. The more salient and deeper identification which holds at the lower level of 
personal identity is more likely to result in expected positive behaviour which, in the case of 
this research, is willing organizational commitment (Ashforth & Johnson, 2001; Riketta & van 
Dick, 2005; Vough, 2007). Examination of the interview transcripts has shown that informants 
in the sample organization tended to explain themselves and their commitment primarily at the 
personal level of self and as a result they are more likely to develop the expected positive 





In a more focused way, identity was found to be linked to distinctive, central, and enduring 
characteristics of the sample organization. To arrive at a deep understanding of organizational 
identity and to be able to identify the level of self which was involved in identifying with that 
organization, the author analysed the organization’s identity into two separate areas of ‘internal 
organizational identity’ and external organizational identity’. ‘Internal organizational identity’ 
is more concerned with employees’ relationships to the organization and reflects their 
perception of the organization in terms of its internal attributes. ‘External organizational 
identity’, however, is more to do with the external image of the organization in comparison to 
other organizations or its situation in relation to other organizations (Hatch & Schultz 1997). 
Analysis of data revealed that organizational identity was referred to by the many interviewees 
in the sample organization when explaining their commitment to the organization: 
‘Challenging Work’ was referred to by 11 informants (52.4%); ‘Advanced Product’ was 
referred to by 11 informants (52.4%); ‘Keeping the Production in Australia’ was referred to by 
6 informants (28.6%).   
As mentioned above, this study has shown that different forms of identity are evident in the 
interviewees’ responses to the question of “Why are/aren’t you committed to the 
organization?” Further exploration of identification processes in this research has revealed how 
deep identification occurred through congruence between different forms of identities: the self-
at-work and the broader self-concept (Rousseau 1998, p.218 used in Ashforth et al. 2008). 
Individuals in the sample organization were shown to have accepted the attributes of the 
collective (profession, role, and organization) as their own in such a way that the collective 
became part of the self.  This finding is in line with the exploration of levels of self in this 
research which revealed that in 75% of the episodes the personal level of self (the lowest order 





This chapter has explained how identification binds individuals to collectives (organizations, 
roles, occupations, careers). Building on the work of scholars in the two fields of identification 
theory and organizational commitment theory (Ashforth 1998; Bartels et al. 2007; Ashforth et 
al. 2008), this research has taken an analytical and empirical approach to exploring how 
identification results in willing organizational commitment. The primary contention is that 
engagement of the personal level of self in identification processes embeds the target identity 
in one’s self-concept and increases the chance of enacting the sort of positive behavioural 
outcomes known as willing organizational commitment.    
The empirical findings of this research align with the phenomenon of individuals being able to 
identify with multiple loci (role, career, organization, occupation) simultaneously. Most 
importantly for the research objectives, these multiple identities have been found to be more 
likely to result in willing organizational commitment when the identification process leads to 














Deductive Qualitative Data Analysis and Findings 
This chapter presents the author’s findings in relation to the question that was addressed 
through quantitative research in Chapter Four: In what ways if any, do the elements of self-
determination theory - including satisfaction of psychological needs and associated motivation 
processes - explain the relationships between leadership practices and organizational 
commitment? The intention is to check whether the findings drawn from thick and in-depth 
qualitative data, provide support for, and additional understanding of, the mediating role of 
self-determination. 
As seen in Chapter Four, self-determination processes play an important role in mediating 
relationships between leadership styles and the development of willing organizational 
commitment. Although the findings in relation to the mediating role of self-determination were 
supported by strong statistical evidence, a qualitative approach has been undertaken in this 
second stage of the research to examine the reliability of the quantitative findings and to seek 
deeper understanding of how employee experiences of being self-determined contribute to their 
commitment to the organization.  
When interview transcript data in Chapter Five was analysed, the researcher followed an 
inductive approach but to address this second research question, a deductive approach is called 
for. Patton (2015) explains that whereas inductive qualitative analysis is appropriate for the 
generation of new concepts and theories, deductive analysis is appropriate when “determining 
the extent to which qualitative data in a particular study support existing conceptualizations 
and theories” (p. 541). Central to deductive analysis is the use of sensitizing concepts: “using 
sensitizing concepts involves examining how the concept is manifest and given meaning in a 





important additional value that the researcher is seeking through the use of deductive 
qualitative analysis. Deductive analysis of interview data can provide us with an understanding 
of what the experience of being more or less self-determined within the organizational setting 
and in relation to the behavioural style of their leader meant to the interviewees, and obtaining 
that understanding is crucial to being able to understand and explain how employee experiences 
of being self-determined contribute to the development of willing organizational commitment.  
A further reason for the analysis presented in this chapter is that it has the potential to provide 
the researcher with understandings that are additional to those provided by the set of hypotheses 
that were tested in Chapter Four. Qualitative research carries with it the possibility of deriving 
a set of empirically informed propositions that specify the relationship between the factors that 
are being explored. Those propositions are not only of theoretical value but also of value for 
practitioners as will be seen when the author presents and explains a comprehensive model of 
the relationships between those factors that, working together, contribute to the development 
of willing organizational commitment, in Chapter Seven.  
The researcher conducted line-by-line coding of all interviews in a search for comments that 
aligned with the theoretical categories of self-determination. Literature in the area of self-
determination theory and questionnaire items used in the quantitative data collection were 
consulted constantly during the coding process to provide reliability. The unit of data analysis 
was defined as an episode, which meant every event or specific activity explained by 
informants in response to interview questions. All episodes referring to different aspects of 
self-determination theory were recorded and coded. All three forms of psychological need 
satisfaction (relatedness, autonomy, and competence) (Deci & Ryan 2000) were found to have 





interviewees. The mediating role of intrinsic motivation, identified motivation, and introjected 
motivation was also supported by strong interview evidence.  
Table 6.1 lists the constructs of self-determination theory, which were found to be associated 
with the development of willing organizational commitment. In providing that list table 6.1 
also provides example quotations extracted from interviewee responses to the questions asked 
by the researcher.   
In addition to exploring the mediating role of being self-determined in the development of 
willing organizational commitment among the informants who perceive their manager as 
transformational leaders, this chapter also examines how motivational processes and the 
satisfaction of psychological needs contribute to the development of willing organizational 
commitment in the absence of perceived transformational leadership. Table 6.2 details the 
number of interviewees who provided episodes that were relevant to each element of self-
determination theory and the number of episodes relating to each element.  As seen from table 
6.2 that the elements of self-determination theory are frequently referred to by the informants 
in response to interview questions regarding their high level of organizational commitment but 
also regarding their lack of organizational commitment.   
To provide illustrative evidence, brief extracts from interview transcripts are included in the 
analytical discussion presented in this chapter.  Those brief extracts are employed to support 
the author’s claim to have examined the reliability of the quantitative findings of the current 







Table 6.1 Theoretical Categories and Illustrative Quotations  
Self-Determination  
Illustrative Quotations  
Motivation   
Intrinsic Motivation  
A lead operator identifies his love for his job as a reason for his high level of commitment to the organization: “Because I am so passionate about it. Yes 
it is very difficult task but if you love it as much as I do it is not difficult it is pleasure. It is a natural pleasure building a particular assembly and getting it 
passed on zero zero.” When he was asked about the effect of leadership style on his level of commitment, he went on and explained: “I am not trying to 
impress anyone apart from the joy I get out of it.”     
 
A design engineer described how she enjoys different aspects of her job: “I enjoy the aspect of training people because I just enjoy. I am personally 
passionate about ... in design so when I see people not doing that or they need help for understanding how to achieve that so I try to help them building 
that understanding  not just trying to say ‘this is what you need to do’ but trying to help them see that vision; why. Then, they see beyond just their 
requirement. I’d like them to take this on as their value. So it is personal motivation” 
 
A design engineer explained his love for engineering as the main reason to be committed: “That is what I loved since my childhood for the same reason I 
am working here for the same reason I worked for three other organizations. “   
Identified Motivation  
A project manager noted how the value attached to what he does is important in enhancing his commitment level: “There should be value in whatever 
we do. It is not only for the sake of doing it." 
 
A design engineer describes how the value behind training aspect of his job aligns with her personal value in explaining: “The hope that I can do 
something to impact other people, because it relates to safety. I have a religious belief that I’d like to have positive impact on those around me. So the 
fact that I can do that with my area of working in engineering motivates me.” She goes on and explain how she is trying to help people to see the value 
of training as their own value: “I am personally passionate about ... in design so when I see people not doing that or they need help for understanding 
how to achieve that so I try to help them building that understanding not just trying to say this is what you need to do, but trying to help them see that 






An operator referred to quality as an important value of his job and explained how his commitment to organization was impacted negatively when 
quality was lowering: “I could see that ... was going the bad way. Quality of the machines were produced by these people was low. It was not funny. The 
machines going out of this factory should be highest quality imaginable but they were not. I got disillusioned and then I started looking for another job.”  
Introjected Motivation  
An engineer noted how proud he is about performing as a professional engineer: “I think it is more professional people, engineers like to be engineers. 
They impress themselves they should be proud of what they do. They can’t rely on somebody else to say ‘that is a good job.’” He also highlighted the 
importance of a good reputation: “...if you do well you get good reputation. I said to my son whatever you do give your best shot. Once it is done you 
never say I wish I’d worked harder." 
 
An operator identified his tendency in doing his best as the reason for his outperformance: “Number one, I believe that I’d like to do my best but once in 
while I make mistake like others. But my mistakes would be handful in a year. But some people they make handful mistakes in a month. They have that 
‘I don’t care attitude’ and this is very very bad for them.” 
 
An operator referred to his pride and integrity as the main reason to outperform: “I operate in the way that I have my integrity and my pride. If they 
need help I help.” 
Psychological Need 
Satisfaction   
Autonomy  
An operator identified autonomy as one of the main factors in development of his organizational commitment: “one of the differences here is that it is a 
small company that means I have more ability to drive things in a way I think they should be driven or things I think they need to be implemented. I 
have a bit more autonomy to do things to make changes in the company. My previous work places were much larger companies and there was much 
less ability for me to do things differently so I had to do things as directed almost.” He also related his positive performance to autonomy: “I think my 
performance stepped up here partly because I had to and partly because I feel more motivated here, because I am able to do things differently.”  






An engineer referred to negative effect of lack of autonomy in some parts of the organization as the main reason for low level of organizational 
commitment: “They want to know everything going on with your job and why you are doing this way, you should be doing the other way.   So people 
they don’t think they are autonomous in their role and they always been managed. That is a generalization but it is not all of the time, but when it 
happens, like the case I explained, it could have been worse maybe two years of faulty machine sold to customer. We are here to help you. You need to 
listen to us.”    
Relatedness  
A project manager explained how his relationship with other people enhanced his level of commitment to the organization: “It is like a family of teams, 
where there is no management engineering or things. It is kind of collaboration. If someone needs help there are always people to help.”  
 
An operator described his positive feelings as a member of the company and how those feelings affected his commitment towards the organization: “I 
felt almost like part of a family, even though I was not actually. I think the whole company should be or could be one big family together.  And I don’t 
know why I think it was a very personal experience for me. And the commitment they put into the company themselves.” 
   
A female member of the organization highlighted the lack of social interaction as one of reasons for her low level of commitment towards the 
organization: “I know that it is ... as such, but we are just not that sociable. An engineering firm which is predominantly male dominated, it is really 
difficult as a female to form friendship as such and everyone is heads down always working. And they are always busy and don’t have time. It is really 
hard to find that balance I think. You are going into environment that no one talks.”   
  
A senior managers related the high level of commitment among some groups of the employees to their relationship with the owner of the company: 
“And one of things which does come from organization is that a lot of people think the owners as parent figures they have been here for a long time and 
they work hard because of the owners and because they feel part of it.”   
Competence  
A lead operator referred frequently to the opportunity of learning in the organization as a main reason for his commitment to the organization: “ ...  
opportunities to learn are available... I was motivated that I was learning something new constantly.... As I said I learn a lot of things... I am learning and 














 An engineer related his commitment to the opportunities of learning new things and doing what he was good at: “He gives new job occasionally. I get a 
chance to do what I am good at doing and occasionally I get new things to do.  That is perfect.”  
 
A project manager identified the lack of competence as the main reason for the low level of organizational commitment among some employees: “If 
people are not committed there are two reasons; there are people they don’t know the expectations, expectations are not clear for them. Some people 
try to take in their own hands and resolve it themselves instead of working with others or they don’t understand what is expected to deliver. Some 






Table 6.2  Number of Informants and Episodes by Theoretical Category  
Theoretical Categories  
Number (%)of Informants 
Providing Episodes  
Number of Episodes 
Offered 
Intrinsic Motivation  15 (71.4%) 33 
Identified Motivation  6 (28.57%) 12 
Introjected Motivation  3 (14.29%) 6 
Autonomy  8 (38.10%) 14 
Competence 11 (52.38%) 21 
Relatedness 13 (61.90%) 17 
The final sample of this study consisted of 21 informants. This number was the base for calculating the 
percentage of informants providing episodes.    
 
6.1 Motivation 
 Motivation theories seek to explain how human behaviour is driven (Deci & Ryan 1985) and 
whereas early motivation theories contended that human behaviour is energized by innate 
biological drives (Lamont & Kennelly 2012), self-determination theory proposes that human 
behaviour is motivated by the extent to which innate psychological needs are satisfied (Deci & 
Ryan 2000). Deci and Ryan (2000) explain that another way in which self-determination theory 
constitutes a significant advance on earlier theories of motivation is its treatment of the 
differences between intrinsic and extrinsic motivation.  
Intrinsic motivation derives from the enjoyment or meaning found in performing the task at 
hand. Intrinsically motivated activities are therefore those that individuals find interesting and 
would do in the absence of operationally separable consequences (Deci & Ryan 2000, p.233). 
Thus, human behaviour driven by intrinsic motivation does not depend on reinforcement. The 
research reported in Chapter 4 employed the following test items to measure intrinsic 
motivation: (1) I do this job because I enjoy this work very much, (2) I do this job because I 
have fun doing my job, and (3) I do this job for the moments of pleasure that this job brings 





Extrinsic motivation, in contrast to intrinsic motivation, was previously conceptualized as 
being driven by factors and contingencies external to the task to be performed, such as 
monetary rewards for compliance and threats of punishment for noncompliance (Lamont & 
Kennelly 2012, p.239). Extrinsic motivation had therefore been viewed as invariantly 
controlling and antagonistic to intrinsic motivation in earlier motivation theories. Self-
determination theory, however, provides a fuller and more dynamic consideration of the 
concept of extrinsic motivation (Deci & Ryan 2000, p.235). 
Deci and Ryan (2000) structured their definition of external motivation around the concept of 
internalization by explaining that internalization is “an active, natural process in which 
individuals attempt to transform socially sanctioned mores or requests into personally endorsed 
values and self-regulations” (p. 235, 236). Internalization is the process through which 
individuals come to identify with values attached to the activities and the tasks at hand 
assimilating them into their personal values, and thus fully or partially accepting them as their 
own values. Depending on the extent to which those values are integrated with personal values, 
they may either remain external or be only partially internalized to form introjects or un-
integrated identification (Deci & Ryan 2000, 236). Self-Determination theory thereby 
introduces a continuum of motivational regulations starting from fully self-determined intrinsic 
motivation and continuing with identified, introjected, and external. To differing degrees, those 
three extrinsic motivations in the continuum represent less self-determined behaviour 
compared to intrinsic motivation. 
Externally motivated behaviour is the behaviour most controlled by specific external 
contingencies and is the least autonomous in the motivational continuum. Externally regulated 
behaviour is less likely to be maintained when contingent rewards and punishments are 





imposed by the individuals on themselves (Lamont & Kennelly 2012, p.240). Contingencies 
involved in introjected motivation are considered to be primarily ego related such as self-worth 
(pride), public self-consciousness, or false self-ascriptions (Deci & Ryan, 2000).  Behaviour 
driven by introjected motivation is nevertheless partially internalized, thus introjected 
regulations are in the person but relatively external to the self. Introjected regulations show 
better maintenance compared to fully external regulations and they are more likely to be 
maintained over time (Deci & Ryan 2000, p.236).  
At the next stage of the internalization process, identified motivation occurs when individuals 
accept and identify with the underlying value of associated with a task. The resulting behaviour 
is more integrated with the self and more self-determined compared to behaviour driven by 
introjected motivation. The internalization in identified motivations is fuller than introjected 
motivation and resulting behaviour is predicted to be better maintained.   
To measure identified motivation the author used the following items in the quantitative part 
of current research: (1) I chose this job because it allows me to reach my life goals, (2) I do this 
job because this job fulfils my career plans, and (3) I do this job because this job fits my 
personal values (La Guardia et al. 2000). Introjected motivation was also evaluated by adapting 
the following items from La Guardia et al. (2000): (1) I do this job because I have to be the 
best in my job, I have to be a ‘winner’, (2) I do this job because my work is my life and I don’t 
want to fail, and (3) I do this job because my reputation depends on it.  
Analysis of the data in this qualitative stage of the research revealed the positive effect of all 
three forms of motivation: intrinsic, identified, and introjected in the development of 
organizational commitment. The next section will provide evidence in the form of illustrative 





6.1.1 Intrinsic Motivation 
A lead operator identified his love for his job as a reason for his high level of commitment to 
the organization: “…Because I am so passionate about it. Yes it is very difficult task but if you 
love it as much as I do it is not difficult it is pleasure. It is a natural pleasure building a 
particular assembly and getting it passed on zero zero.” 
He went on to explain that:  “I am not trying to impress anyone apart from the joy I get out of 
it” when he was asked whether his manager’s behaviour has any impact on his feelings about 
this job. 
A design engineer described how she enjoyed different aspects of her job in explaining her 
high level of commitment in the absence of perceived effective leadership style: “I enjoy the 
aspect of training people because I just enjoy. I am personally passionate about ... in design so 
when I see people not doing that or they need help for understanding how to achieve that so I 
try to help them building that understanding  not just trying to say ‘this is what you need to do’ 
but trying to help them see that vision; why. Then, they see beyond just their requirement. I’d 
like them to take this on as their value. So it is personal motivation.” 
Some informants rationalized their low level of commitment to the organization by talking 
about their lack of interest in their job. “...and I guess the fact that I don’t find my work entirely 
interesting doesn’t help in that situation either.  ... I think for me is just the work I am doing. I 
don’t know if there is anything interesting in it that I can take from it. Maybe sitting on the 
other side of ... fence might be a bit different I am not sure.... The work is really repetitive in 
....” 
Some other informants related their positive commitment to the organization by taking about 





  “That is what I loved since my childhood. For the same reason I am working here. For the 
same reason I worked for three other organizations.”   
“You are driven by your passion.  You are going to like what you are doing. You gotta have 
passion.” 
An engineer identified the nature of his job as the main contributor to his high level of 
commitment to the organization and explained that his level of commitment has increased since 
he had been involved in a job which was more interesting for him: “I was manufacturing 
engineer, but now I am working more like a mechanical engineer. Now I am more into the core 
of engineering.”   
He highlighted the nature of the job when he was asked which aspect of job was more 
important:  “The nature of job itself... I mean peaceful job, rewarding as well as something you 
like.”  
6.1.2 Identified Motivation 
 Episodes categorised under identified motivation, represent informants who identified with 
the values underlying their work and accepted them as their own values. These informants refer 
to the value of the task as one of the contributors to their organizational commitment.   
 An operator referred to quality as an important value of his job and explained how his 
commitment to the organization was impacted negatively when quality began to reduce: “I 
could see that ... was going the bad way. Quality of the machines were produced by these 
people was low. It was not funny. The machines going out of this factory should be highest 






A project manager noted how the value attached to what he does is important in enhancing his 
level commitment to the organization: “There should be value in whatever we do. It is not only 
for the sake of doing it." 
An engineer explained how her personal (religious) values aligned with the values achievable 
through her work: “The hope that I can do something to impact other people, because it relates 
to .... I have a religious belief that I’d like to have positive impact on those around me. So the 
fact that I can do that with my area of working in engineering motivates me.”  
She emphasised the importance of identifying with the value of the task when explaining her 
positive feelings toward her job:  
“I enjoy the aspect of training people because I just enjoy. I am personally passionate about 
... in design so when I see people not doing that or they need help for understanding how to 
achieve that so I try to help them building that understanding  not just trying to say ‘this is 
what you need to do’ but trying to help them see that vision; why. Then, they see beyond just 
their requirement. I’d like them to take this on as their value. So it is personal motivation.” 
6.1.3 Introjected Motivation 
Some informants referred to their sense of pride in what they do, as a main drive for their high 
levels of performance and related their organizational commitment to their feelings of self-
worth. 
An engineer noted how proud he is about performing as a professional engineer: 
 “I think it is more professional people, engineers like to be engineers. They impress 
themselves. They should be proud of what they do. They can’t rely on somebody else to say 





 He also highlighted the importance of a good reputation: 
 “...if you do well you get good reputation. I said to my son whatever you do give your best 
shot. Once it is done you never say I wish I’d worked harder." 
An operator identified his tendency to do his best as the reason for his high levels of 
performance: “Number one, I believe that I’d like to do my best but once in a while I make 
mistake like others. But my mistakes would be handful in a year. But some people they make 
handful mistakes in a month. They have that ‘I don’t care attitude’ and this is very very bad for 
them.” 
An operator referred to his pride and integrity as the main reason to perform:  
“I operate in the way that I have my integrity and my pride. If they need help I help.” 
6.2 Need Satisfaction  
Self-determination theory conceptualizes needs as psychological rather than physiological. 
According to Deci and Ryan, needs are “innate psychological nutriments that are essential for 
ongoing psychological growth, integrity, and well-being” (Deci & Ryan 2000, p.229). Self-
determination theory specifies three innate psychological needs: the needs for competence, 
relatedness, and autonomy whose absence is detrimental for humans (Lian et al. 2011). In other 
words, satisfaction of these three psychological needs is necessary for psychological health and 
well-being and subsequently for the effective functioning of humans (Deci & Ryan 2000). 
According to Deci and Ryan (2000, p.229) satisfaction of all three needs is required for optimal 
development and “none can be thwarted or neglected without significant negative 
consequences.”  
According to self-determination theory the three innate psychological needs are universal and 





human nature that includes basic psychological needs and integrative propensities” (Deci & 
Ryan 2000, p.246). Cultures however can differ across a wide variety of values and goals which 
may lead to different avenues for the satisfaction of innate psychological needs in different 
cultures.   
The need for competence, which is sometimes referred to by Deci and Ryan (2000, p. 238) as 
‘effectance’, refers to the need we all have to feel capable and effective. The need for 
competence explains individuals’ motivation to achieve valued goals and to be successful in 
performing challenging tasks (White, 1959; Lian et al. 2012; Vandercammen et al. 2013).  The 
test items used in Chapter 4 to measure the satisfaction level of the need for competence, were 
focused on individuals’ feelings of accomplishment and capability at work:  (1) I have been 
able to learn interesting new skills on my job, (2) Most days I feel a sense of accomplishment 
from working, (3) On my job I do not get much of a chance to show how capable I am (Reverse 
Item), and (4)  I do not feel very competent when I am at work (Reverse Item) (La Guardia et 
al. 2000). 
The need for autonomy refers to an individual’s desire to behave in ways that are consistent 
with, and reflective of, their own integrated self. Autonomy is associated with a “desire to self-
organize experience and behaviour and to have activity be concordant with one’s integrated 
sense of self” (Deci & Ryan 2000, P. 231). According to self-determination theory, 
internalization is an essential aspect of psychological integrity (Deci & Ryan 2000, P. 235) and 
therefore the degree to which the underlying value of a task is internalized by individuals can 
create a sense of integration with one’s self and subsequently contribute to a sense of autonomy 
when performing that task. The need for autonomy is satisfied in a setting in which individuals 
have freedom to make their own choices and decide how and when to perform their tasks (Ryan 





satisfaction of the need for autonomy in the quantitative stage of the current study, by using 
the following test items: (1) I feel like I can make a lot of inputs to deciding how my job gets 
done, (2) I am free to express my ideas and opinions on the job, (3) When I am at work I have 
to do what I am told (Reverse Item), and (4) My feelings are taken into consideration at work 
(La Guardia et al. 2000). 
The need for relatedness refers to a person’s sense of belongingness and mutual respect. 
Relatedness is associated with a sense of attachment and explains the individual’s desire to feel 
connected to others (Deci & Ryan 2000, p. 231). The need for relatedness is satisfied in 
organizations when employees experience pleasant and meaningful contacts with their 
colleagues and with their supervisor (Baumeister & Leary 1995; Vandercammen et al. 2013, 
p.63). The current study measured the satisfaction level of individuals in terms of their need 
for relatedness by using the following items during the quantitative stage of this research:  (1) 
I really like the people I work with, (2) I get along with people at work, (3) People at work care 
about me, and (4) There are not many people at work that I am close to (Reverse Item) (La 
Guardia et al. 2000).    
Qualitative analysis of interview results in this chapter captures and provides as supporting 
evidence, the specific comments that interviewees made about the satisfaction of their three 
basic psychological needs and the relevance of that need satisfaction to their level of willing 
organizational commitment. Interviewee comments were compared and contrasted with need 
satisfaction theory and with the items used in measuring instruments during the quantitative 
analysis to ensure consistency. Analysis of the data in this section evidenced the positive effect 
of satisfaction of all three innate needs on the development of willing organizational 
commitment, thereby validating and deepening the findings from the earlier quantitative 





6.2.1 Need for Autonomy 
A machine operator identified autonomy as one of the main factors in the development of his 
willing organizational commitment and explained how autonomy enhanced his level of 
organizational commitment compared to his previous work places: “one of the differences here 
is that it is a small company that means I have more ability to drive things in a way I think they 
should be driven or things I think they need to be implemented. I have a bit more autonomy to 
do things to make changes in the company. My previous work places were much larger 
companies and there was much less ability for me to do things differently so I had to do things 
as directed almost.”  
He also related his enhanced positive performance to the experience of autonomy in his current 
workplace: “I think my performance stepped up here partly because I had to and partly because 
I feel more motivated here, because I am able to do things differently.” 
A project manager referred to autonomy as one of the reasons for his commitment to the 
organization: “I have a lot of autonomy within my role.” 
An engineer referred to the negative effect of a lack of autonomy in some parts of the 
organization as the main reason for low levels of organizational commitment and provided an 
example in which a lack of autonomy was about to result in the delivery of faulty machines: 
“They want to know everything going on with your job and why you are doing this way, you 
should be doing the other way.   So people they don’t think they are autonomous in their role 
and they always been managed. That is a generalization but it is not all of the time, but when 
it happens, like the case I explained, it could have been worse maybe two years of faulty 





A project manager with a high level of organizational commitment related the success of the 
business to the freedom given to the manager in the organization: “The reason the business is 
so successful because owners have given the freedom to management.”  
An engineer referred to the confusion resulted from controlling behaviour of some senior 
managers and their interference with the work flow while explaining the potential reasons for 
low level of organizational commitment: “If they are really interested in it and they have a 
part in it, they kind of oversee it very closely and a lot of times their methods of doing things 
are not in line with the structure we have in place to complete the project. They tend to maybe 
skip over some of the procedures that we have in place and some of the methods we have for 
verifying the design moving forward in order to speed up. ... It is kind of odd position to be at 
it, where you kind of your mangers kind of saying every project need business case but you get 
in a position that ... want to do things which is against procedures. You just don’t know where 
to stand in that situation.”  
A project manager highlighted the freedom of choice she was given by the organization when 
talking about her working time as one of the reasons for her high level of commitment:  “I am 
not a morning person.  So that autonomy that I can come late and leave late in a lot of 
companies you can’t do that.”  
6.2.2 Need for Competence   
A lead operator referred frequently to the opportunity of learning in the organization as a main 
reason for his commitment to the organization: “...  opportunities to learn are available... I 
was motivated that I was learning something new constantly.... As I said I learn a lot of things... 
I am learning and that gives me a reason that I am still here.” 
An engineer related his commitment to the opportunities of learning new things and doing what 





and occasionally I get new things to do.  That is perfect.” 
 A project manager identified a lack of competence as the main reason for the low level of 
organizational commitment among some employees: “If people are not committed there are 
two reasons; there are people they don’t know the expectations, expectations are not clear for 
them. Some people try to take in their own hands and resolve it themselves instead of working 
with others or they don’t understand what is expected to deliver. Some people may face 
technical problems which might take more than what they expect. They need to ask for help.” 
An engineer referred to the challenges that she was being exposed to in her workplace as one 
of the reasons for her high level of organizational commitment: “I do like the challenge and 
you get to be exposed to other things that other workplaces don’t expose you to. For instance 
in one project we have to look at ... product which wasn’t part of our standard product. So it 
is a greater exposure.   We can explore new challenges and technology. I think that is quite 
unique in.... So the opportunities you can receive in ... are great and they also move around 
people in ... so if you want to be exposed to marketing for a while and have fun with that they 
would try and see if they are things for you to do in marketing. Or you can go to manufacturing 
if you like so it is like working in three different jobs in one place.” 
Another engineer also referred to the exposure to new areas as the reason for his organizational 
commitment: “I am not isolated in engineering office. And get exposure to the business I am 
interested in.”  
In contrast, an engineer explained how his appointment to a new job in which he did not feel 
competent had undermined his commitment to the organization “The job they gave me was 
something I had no experience. I am a manufacturing engineer by degree they wanted me to 
work as a.... I told them I had never done ... because I have learnt many many things from past 





6.2.3 Need for Relatedness 
A project manager explained how his relationship with other people enhanced his level of 
commitment to the organization: “It is like a family of teams, where there is no management 
engineering or things. It is kind of collaboration. If someone needs help there are always people 
to help.” 
An operator described his positive feelings as a member of the organization and how those 
feelings affected his commitment towards the organization: “I felt almost like part of a family, 
even though I was not actually. I think the whole company should be or could be one big family 
together.  And I don’t know why I think it was a very personal experience for me. And the 
commitment they put into the company themselves.” 
A senior manager related the high level of commitment among some groups of the employees 
to their positive relationship with the owners of the company: “And one of things which does 
come from organization is that a lot of people think the owners as parent figures. They have 
been here for a long time and they work hard because of the owners and because they feel part 
of it.”    
A female member of the organization highlighted the lack of social interaction as one of reasons 
for her low level of commitment towards the organization: “I know that it is ... as such, but we 
are just not that sociable. An engineering firm which is predominantly male dominated, it is 
really difficult as a female to form friendship as such and everyone is heads down always 
working. And they are always busy and don’t have time. It is really hard to find that balance I 
think. You are going into environment that no one talks.”  
An engineer described the friendly environment he experienced after moving to a new 
department in the organization and its positive effect on enhancing his commitment level: “It 





supporting each other, if anything goes wrong people go and help each other.” 
6.3 Discussion and Conclusion   
This thesis highlights the central role played by self-determination processes in the 
development of organizational commitment and confirms the positive effect of psychological 
need satisfaction on how individuals think and feel about their organization. In this chapter the 
reliability of the quantitative findings from Chapter Four was examined, provided further 
support for the mediating role played by self-determination processes. Self-determination 
processes have been shown to be associated with development of organizational commitment 
both in the presence and in the absence a of perceived transformational leadership style. 
Informants have provided a large number of episodes (103) in reference to different elements 
of self-determination including: Intrinsic Motivation, Identified Motivation, Introjected 
Motivation, the Need for Autonomy, the Need for Competence, and the Need for Relatedness.  
Importantly, those interviewees who rated low in their commitment level to the organization 
referred to the lack of one or more aspects of self-determination needs as the main contributor 
to their low level of commitment. Of equal importance, some interviewees explained the role 
of leadership in the development of their commitment level to the organization through 
reference to one or more aspects of self-determination.      
On a general level, the findings of this chapter confirmed the key role of self-determination in 
enhancing individuals’ commitment towards the organization. This finding attests to the 
reliability of this research, but the significance of this part of the current study is not limited to 
the provision of a reliability check. In addition to examining the reliability of the quantitative 
findings through a deductive analysis of interview transcripts, this section provides a more in-
depth understanding of the different components of self-determination processes in relation to 





Comments explaining and confirming the positive effect of self-determination were generated 
in response to the question of “What makes you committed to this organization?” As some 
informants had rated their managers as transformational leaders and since a high correlation 
between transformational leadership and organizational commitment had already been 
revealed in the quantitative stage of this research, the author expected to receive responses that 
referred to leadership style. Although there were some responses referring to an interviewee’s 
manager’s leadership style and highlighting the transformational nature of that style, most 
responses were structured around elements of self-determination and references to a manager’s 
leadership style were mostly followed by explanation including one or more aspects of self-
determination.  This observation leads to the conclusion that transformational leadership 
practices are experienced as being not only positive in themselves but also because of the ways 
in which those practices contribute to employees feeling self-determined.  
In other words, this chapter has explained how transformational leadership practices are 
experienced by employees as positive at least in part because of the way those practices 
contribute to self-determination, which means those transformational leadership practices 
support the experience of intrinsic motivation, and the internalization of external motivation 
through the spectrum of introjected motivation, identified motivation, and integrated 
motivation. Providing energy for that internalization is the ways in which a transformational 
leadership style supports the satisfaction of employee needs for autonomy, competence, and 
relatedness.   
Given those findings, and earlier results concerning the importance of identity and 
identification in Chapter Five, a comprehensive model is constructed which illuminates the 
links between leadership, self-determination, self-definition, and organizational commitment. 





a contribution to theory but also has important practical implications in the areas of human 
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The comprehensive model of the development of organizational commitment that has been 
constructed by the author takes both the sense making processes of identification and the need 
satisfaction processes of self-determination into account. In doing so, the model reflects not 
only the findings reported in Chapter Four from the quantitative analysis of survey data but 
also the findings reported in Chapter Five from the inductive analysis of interview data, along 
with the findings presented in Chapter Six from the deductive analysis of interview data. The 
quantitative stage of this research acknowledged the work of prior authors who had shown the 
relevance of leadership style to the development of willing organizational commitment, but 
went beyond that previous research by factoring the mediating role of self-determination into 
the design of the survey items. The qualitative stage of the research acknowledged that some 
employees develop willing organizational commitment regardless of their leader’s behavioural 
style, so discovery was factored into the interview questions and the subsequent analytical and 
interpretive processes of identifying themes, coding, and theory development. 
As a consequence, the model informs practitioners of the need to pay attention to the sense 
making related to identity and identification when designing and implementing recruitment 
practices. In addition, the model informs practitioners of the need to pay attention not only to 
leadership behaviours but also the background importance of culture as a shaper of perception 
and attribution. The  model also informs practitioners that rather than seeing self-identification 
and self-determination as separate components of the model, they should be seen as mutually 
strengthening components of the model that should be considered as part of an integrated set 
of practices aimed at the development of willing organizational commitment. 
In the remainder of this chapter, the components of the model is explained by relating back to 
the relevant literature and the findings of earlier chapters. Each part of that explanation will 
conclude with a proposition, or set of propositions, that sum up the theoretical and practical 





Chapter Four confirmed the importance of not only transformational but also transactional 
leadership in the development of willing organizational commitment along with the mediating 
role of self-determination processes which was also confirmed and elaborated upon through 
deductive qualitative data analysis in chapter Six. The findings in Chapter Four were 
supplemented by the addition of two other contextual factors: national culture and industry 
type. As a consequence of cross-cultural and cross-industry analysis, the author has not only 
established that leadership styles and self-determination processes have strong impacts on the 
development of willing organizational commitment but has also presented research findings 
which go significantly beyond previous literature by examining the impact of cross-cultural 
and cross-industry factors on the relationship between leadership styles and the development 
of willing organizational commitment.  
Chapter Five of this thesis adopted an inductive qualitative approach to analyse the interview 
transcripts in search of other possible contributing factors to the development of organizational 
commitment. That analysis revealed parallels between identity theory and the themes which 
emerged from an open and an axial coding of interview data. As a consequence, the author 
engaged in a review of identity theory literature as she explored the identification processes 
that were indicated by interviewee comments in answer to a series of interview questions aimed 
at gathering data relevant to addressing a key research question: What are the main contributors 
to the development of willing organizational commitment in the absence of transformational 
leadership? 
Chapter Five took into account the notion of identity taking different forms and operating at 
different levels. At the micro level, personal identity was distinguished from collective identity 
and was found to be more strongly related to the development of willing organizational 
commitment in the sample organization. 75% of the answers generated in response to a 





to the personal level of self. At a more holistic level, professional identity and occupational 
identity were found to also contribute to organizational commitment. Finally, organizational 
identity was found to contribute to the development of organizational commitment when the 
values and behaviours of the organization aligned with the professional and personal identity 
of the employee.  
Identity theorists (e.g. Ashforth et al. 2008; Banks et al. 2016) contend that individuals can 
identify with multiple loci (profession, organization, occupation) at the same time and these 
multiple loci are more likely to result in strong identifications when the personal level of self 
is involved in the identification process. It was suggested that involvement at the personal level 
of self in the identification process leads to integration of different forms of identity and 
subsequently increases the likelihood of enactment of positive organizational behaviour.  
This chapter presents and explains a model of the development of willing organizational 
commitment through integrating findings from the two different stages of this research: 
findings derived from quantitative analysis of survey data and findings that were derived from 
both inductive and deductive analysis of interview transcripts.  Based upon that tripartite set of 
findings, the author has constructed a comprehensive, cross-level model. In doing so, she has 
integrated the qualitative findings related to the concept of identity and identification with the 
findings related to leadership styles, self-determination, and culture.  The model gathers 
together and provides a structure for the findings of this research and also serves as a guide for 
practitioners who wish to facilitate the development of willing organizational commitment.  
7.1 Why are Personal Identity and Professional Identity Important when 
Hiring?  
Recent advances on the notion of multiple identifications have led to the contention that 
individuals may combine their multiple identities and, thus, their identifications (Roccas and 





asserted that multiple “identities and identification are likely to both converge and combine to 
some degree such that they become a loose gestalt: not one, perhaps, but a set.” They have 
argued that multiple identifications targeting different loci of team, workgroup, occupation, 
career, and organization, can be different in levels of strength and endurance and in the extent 
to which they can predict outcomes.  Importantly, identification with more localized loci such 
as occupation and profession tend “to be greater than with the organization and better predicts 
outcomes at the localized level, suggesting that scholars may be miss-specifying the level of 
self in some analysis” (Ashforth et al. 2008, p.359).  
To address the concern raised by Ashforth et al. (2008) regarding miss-specification of the 
level of self, this study has undertaken an analytical approach in specifying the level of self 
which is involved in each form of identity that was identified as operative during the inductive 
qualitative data analysis. As illustrated in Figure 5.2 in Chapter Five, interviewees were found 
to have engaged their personal level of selves in terms of professional/occupation identity and 
internal organizational identity. On the other hand the interviews indicated that the collective 
level of selves was only involved in identification with the loci of external organizational 
identity.  
Lammers et al. (2013, p.505) point out that “professions and occupations are rooted in 
specialized activities and the knowledge that accompanies those activities, which transcend the 
work groups and organizations where the activities are performed”, and they stated that 
attachment to an occupation “arises from repeated activities, skill building, and in the case of 
professionalized occupations, and intensive and exclusive socialization processes” (Lammers 
et al. 2013, p.505).   Pertinent to this thesis, Lammers et al (2013) differentiated identities based 
on the targets of identifications and discussed the potential influences of those targets on the 
strength and endurance of identification.  Professional identity was distinguished from group 





professional identity is seen as being attached to the professional activities, whereas in 
organizational and group identities, attachment originates from membership in an organization 
or a group (Lammers et al. 2013).  
Consequently, professional identity is more likely to be characterized by affiliation 
commitment due to attachment with, and valuing of, the professional activity.  In explaining 
the differences between various forms of identity, Lammers et al. (2013) have argued that 
identifications through attachment to organizations and professions are more salient and may 
last longer because of greater endurance of organizations and professions in comparison to 
group identity.  
This author considers that professional identity is even more salient than identification with an 
organization. Professional identity has a greater likelihood of endurance than organizational 
identity because an individual can transfer a profession from on organization to another. 
According to Ashforth et al. (2008, p.352) it is more difficult to exit the identity that is created 
through a strong and relatively exclusive definition of oneself in terms of particular attributes 
of that identity. As mentioned above, professional identity “arises from repeated activities, skill 
building ... and intensive and exclusive socialization processes” (Lammers et al. 2013, p.505), 
and therefore it is rooted in a history which is relatively exclusive to oneself. Repeated 
specialized activities (Lammers et al. 2013) through which one’s professional identity is 
shaped, create a history with ‘one’ as a central player.  
This author also argues that identification through professional identity is stronger than 
organizational identification because of the degree to which individuals engage their personal 
levels of self in identification processes during the development of a professional identity. 
Individuals draw a sense of self from their affiliation with their profession and they become 





by the informants in the current study.  Most informants described themselves by saying “I am 
an engineer” or “I am a machine producer”; not “I am a member of ...” Lammers et al. (2013) 
concluded from the findings of Lammers et al.’s research (2008) that “professional identity 
may not be simply additive when combined with group or organizational identification; it may 
instead function to amplify or degrade other identification.”  
In the case of the sample organization studied in the current research, professional identity was 
indeed found to amplify identification with the organization. This amplification is evident in 
the quotations associated with themes three and four from Chapter Five, which focused on the 
internal organizational identity and part of the external organizational identity. Most of the 
comments provided by interviewees that were relevant to themes three and four refer to 
attributes of the interviewee’s professions in association with the organization. For example an 
engineer explains his excitement of working for an organization in which he has the 
opportunity of seeing the end result of his designing:   “... the technology, the opportunity to 
work for a global company was very exciting. I think that level of excitement was really good. 
The ability to work on something and physically face it and be part of whole process was quite 
attractive. In a lot of design work, you don’t see the results. With ... you get to be through the 
whole process.”  
Similarly, an engineer noted how unique the organization was in terms of providing 
opportunities for her to be exposed to new technologies and other engineering projects: “I do 
like the challenge and you get to be exposed to other things that other workplaces don’t expose 
you to. For instance, in one project we have to look at ... product which wasn’t part of our 
standard product. So it is a greater exposure. We can explore new challenges and technology. 





An operator described how satisfied he was working for an organization at the far end of 
technology: “It is good to be involved with a manufacturing company that is very progressive 
working at the very far end of advanced technology.” Some informants directly referred to 
what they do in their profession when talking about their membership with the organization: 
“We were machine tool producers”       
Professional identity has not only been associated with stronger and long-term identification 
compared to organizational commitment but it has also been linked to higher effort, 
productivity, and enjoyment of work (Lammers et al. 2008). Lammers et al. (2013) have also 
found that identification through professional identity is associated with higher personal 
accomplishment. Their results showed how individuals’ involvement in activities relevant to 
their professions gave them a sense of personal accomplishment (Lammers et al. 2013, p.528). 
Personal accomplishment has been defined as one’s positive evaluation of his or her 
capabilities and sense of successful achievements in his or her work (Cordes & Dougherty 
1993). 
Taking all of the above-mentioned positive effects of professional identity into account, and 
considering the fact that professional identity can be measured prior to an individual’s 
recruitment as opposed to an individual’s identification with the organization, the current 
research proposes that measuring the level of an applicant’s professional identity during the 
recruitment process would assist improve recruitment and retention of employees. Just as 
importantly, an early assessment of professional identity would contribute to the later 
development of organizational commitment.   
It was found in the inductive qualitative research that was reported in Chapter Five of this study 
that some employees develop a commitment to their organization regardless of whether their 





organizational commitment depends instead upon whether employees possess a strong sense 
of professional identity and whether their professional values are aligned with the core activity 
of the organization.  Therefore, the comprehensive commitment development model presented 
in this study has taken into account the outliers whose underlying motivations were not 
captured by the quantitative survey research. The author is now able to formulate Proposition 
One. 
Proposition One: recruitment processes will be more likely to attract employees who develop 
willing organizational commitment if those processes identify applicants who possess a high 
level of professional identity that includes values which align with the values and the activities 
of the organization.    
7.2 Identification and Self-Determination  
As we have seen earlier in the thesis, self-determination theory gives central place to three 
innate psychological needs; autonomy, competence, and relatedness. It is argued that 
satisfaction of those needs is essential for the psychological growth and well-being of 
individuals (Deci & Ryan 2000). Autonomy refers to actions that are self-regulated and 
endorsed (Deci 1975). Competence is associated with an individuals’ desire to feel capable and 
explore and stretch their capacities (White 1959). Relatedness concerns an individual’s sense 
of attachment and desire to feel connected to others (Ryan & Deci 2000).  
Ryan and Deci (2003) suggest that identities are adopted and developed in order to satisfy these 
three innate psychological needs. Waterman (1984) asserts that behaviours resulting from 






7.2.1 Identification and Internalization  
A substantial body of research into identity has claimed that positive identities are shaped 
through a desire for positive meaning (Brown 2015, p. 28). Identity has been referred to as “the 
meanings that individuals attach reflexively to their selves as they seek to answer questions 
such as: ‘How shall I relate to others?’ ‘What shall I strive to become?’ and ‘How will I make 
the basic decisions required to guide my life?’ (Brown 2015, p. 21 referring to Baumeister 
1986). Identification with collectives occurs through a person’s perceived similarities between 
the self and the collective. Identification involves categorizing the self as a part of collective 
and incorporating the meanings associated with this self-category into the self (Vlachopoulos 
et al. 2011). Successful identification, therefore, is a result of strong alignment between 
meanings associated with the self-category and one’s personal values  leading to “a coherent 
sense of one’s roles and occupational pathway, one’s self in relation to others, and one’s values 
and purpose in life” (La Guardia 2009, p. 91). 
A connection between the meaningfulness of identification and the integration processes that 
are central to self-determination is made by Vlachopoulos et al. (2011, p.266). They argue that 
identities may “serve as meaningful guides to life or they may grow directly from natural 
inclinations, interests, and curiosity with greater identity assimilation to correspond to greater 
fulfilment of the basic needs” if well integrated. Given the central role of meanings and their 
valence to individuals in the development of identity, self-determination theory with its strong 
focus on the fulfilment of innate needs (Deci & Ryan 2000) seems to link identification with 
willing organizational commitment. Self-determination theory outlines the determinants of 
motivated behaviour and explains the ways in which motivational regulations result in 
enactment of behaviour. Ryan and Deci (2002) proposed three motivational regulations: 
amotivation, extrinsic motivation, and intrinsic motivation. Intrinsically motivated behaviours 





are activities that people do naturally and spontaneously when they feel free to follow their 
inner interests” (Deci 1975, in Deci & Ryan, 2000, p. 234).  
Extrinsically motivated behaviours, on the other hand, are shaped based on something external 
to the self (e.g., to gain benefit, avoid punishment, satisfy external demand, etc.). Amotivation 
“is the state of lacking intention to act” (Vlachopoulos et al. 2011). The extent to which people 
feel a sense of choice when enacting an extrinsically motivated behaviour corresponds with the 
extent to which the behaviour is self-determined and internalized to the self. The closer the 
origin of behaviour is to the self, the more self-determined the behaviour is.  
Although internalization is assumed to be a natural developmental tendency according to self-
determination theory, it nevertheless requires nutriments to function effectively (Deci & Ryan 
2000). Self-determination theory proposes that internalization does not happen automatically 
and instead requires the energization with comes from the fulfilment of innate psychological 
needs. Deci and Ryan (2000) explain the role of need satisfaction in the internalization process 
by speaking of nutriments which supplement the incorporation of values and meanings 
associated with the task at hand into the self. Meaning and self then, are central to the links 
made between the fulfilment of innate psychological needs and the internalization process: 
“...people will tend naturally to internalize the values and regulations of their social groups. 
This tendency is facilitated by feelings of relatedness to socializing others, as well as feelings 
of competence with respect to the regulation being internalized. The latter includes the ability 
to understand or grasp the meaning or rationale behind the regulation and enact it.  Supports 
for relatedness and competence thus facilitate internalization and can be sufficient to produce 
introjected values or compartmentalized (poorly integrated) identifications.” 
For a regulation to become integral to an individual, however, supports for autonomy are also 





internalization of a regulation or value, those supports alone will not be sufficient to foster 
integration. For integration to occur there must be an opportunity for the individual to freely 
process and endorse transmitted values and regulations (and to modify or transform them when 
necessary)” (Deci & Ryan 2000, p.238). 
Given the central role of meaning and sense making in the generation of fully self-determined 
behaviour, the author has formulated proposition two.  
Proposition Two: a strong sense of professional and organizational identity held by employees 
in an organization provides members with the meaning required for enactment of fully self-
determined behaviour which in turn results in desirable outcomes such as willing 
organizational commitment.  In case of the current research, identity, particularly at the 
personal level, is composed of meanings associated with an occupation, profession, and 
organization.   
Building upon previous research (Ashforth et al. 2008; Weick 1995) that argues identification 
helps reduce uncertainty, this study also found that identifying with occupation, profession, 
and organization helps employees reduce personal uncertainty. The author argues that the 
deeper meanings associated with employees’ perceptions of their occupation, profession, and 
organization, through the identification process, provides a sense of attachment and 
commitment to the collectives and organizations. One of the interviewees in this research 
strongly believes that his commitment to the organization is a result of his passion for 
engineering (his profession) which is rooted in his strong professional identity: “They tend to 
think as engineers because they are engineers. Because I worked for a lot of companies ... I 
know what is like to work for big accountants. I know those people are accountants not 
engineers. There is a big difference. So this company despite any reservation I might have 





company we are probably doing for the sake of it rather than ...which is interesting.” This 
conclusion is also supported by the argument made by Ashforth et al. (2008, p. 336) referring 
to the works of Hogg (2000a, 2000b, 2003) and Hogg and Mullin  (1999) which contend that 
deeper meanings provided through the identification process are “a source of defining, refining, 
and committing to deeply held values.”   
Identity enactment as a pathway to positive outcomes such as willing organizational 
commitment has been linked to sense making processes (Ashforth et al. 2008). Sense making, 
as a necessary part of identity enactment, is the process through which individuals reduce felt 
gaps between their selves and the attributes of collectives by establishing meaningful links.   
Identity enactment has been referred to as a litmus test which serves as an indicator of the 
strength of identification (Ashforth et al. 2008). Therefore the author argues that performance 
outcomes, such as organizational commitment, as an evident demonstration of identity 
enactment (Ashforth 2001) are the result of strong identification developed through sense 
making.  
The author has therefore formulated proposition three: 
 Proposition Three: Identification can facilitate the internalization process and subsequently 
can result in willing organizational commitment through the fulfilment of innate psychological 
needs if that identification is strong enough to encourage enactment.  In other words, a strong 
sense of identity not only contributes to organizational commitment on its own through sense 
making but also facilitates the internalization process and acts as an indirect contributor to 
organizational commitment through the experience of self-determined behaviour. 
This proposition is consistent with the findings of the research by Kreiner and Sheep (2009) 
who report that positive identities were found to be associated with positive characteristics such 





identities which promote desirable self-concepts. This definition of positive identities resonates 
with the definition of strong identity with a focus on the personal level of self that has been 
argued for in the current study.  Lammers et al.  (2013) also reported a strong relationship 
between professional identity and a sense of personal accomplishment. Cordes and Dougherty 
(1993) referred to personal accomplishment as one’s positive evaluation of his or her 
capabilities and sense of successful achievement. This definition of personal accomplishment 
resonates with the definition of competence in self-determination theory which associates the 
need for competence with the desire to feel capable at work (Deci & Ryan 2000). Therefore a 
strong sense of professional identity fulfils the need for competency through promoting 
desirable self-concepts and meaningful sense making. Taking all of the considerations and 
reasoning discussed in this section into account, the author has formulated Propositions Four, 
Five, and Six.  
Proposition Four: providing employees with ongoing information about not only which goods 
and services the organization is producing but also why the organization is producing those 
goods and services will assist professional employees to internalize and integrate 
organizational goals with personal goals, contributing to their sense of being self-determined. 
Proposition Five: providing employees with ongoing information about not only which goods 
and services the organization is producing but also why the organization is producing those 
goods and services will assist professional employees to make sense of ways in which their 
professional identity can be enacted through willing commitment to the organization. 
Proposition Six: providing information that assists employees to experience a greater sense of 
being self-determined and to make sense of ways in which their professional identity can be 
enacted through willing commitment to the organization, will increase the development of 





7.3 Leadership, self-determination, and culture 
Chapter Four of this thesis provided strong evidence in support of the positive impact of 
transformational leadership and particularly its idealized influence (charisma) component on 
the development of willing organizational commitment. Focusing on the strongest component 
of transformational leadership, idealized influence (charisma), a causal model was designed to 
explain the positive effect of this leadership practice on the development of willing 
organizational commitment through motivation processes (Deci & Ryan, 2000).  Chapter Four 
then revealed that identified motivation mediates the relationship between idealized influence-
behaviour and willing organizational commitment. This research thereby has arrived at a 
deeper explanation of the processes through which leader behaviour can produce employee 
commitment. This elaboration of the ways in which leadership practices orientate employees 
towards deeper and stronger attachments to organizations highlights the practical implications 
of this research by providing a clear guideline concerning the effective enactment of leadership 
practices.   
The findings reported in Chapter Four contended that employees who experience idealized 
influence when interacting with their managers are more likely to embrace the values 
underlying management assigned tasks as cohering with their self-values and thereby are more 
likely to experience self-determination when performing such tasks. In effect then, willingly 
committed employees have come to identify with the organization’s values, accepting them as 
their own. The author proposes that internalization and identification occurs when employees 
experience admiration of their leaders and agreement with the views and values of those leaders 
– which coheres with experiencing idealized influence. As (Herold et al. 2008) put it, 
charismatic leaders provide followers with meaning for their work by articulating a compelling 
vision and mission for the organization and by encouraging followers to exert themselves 





It was also found in Chapter Four that culture, as the key determinant of employee perceptions 
of the leader, is central to whether those leadership practices result in willing organizational 
commitment. Hence, employees from different cultures will perceive the same leader 
differently, and will care about the characteristics and behaviours of that leader differently. It 
was proposed in Chapter Four that members of high-context cultures care deeply about the 
competence, reputation, status, and behaviours of their leaders. If employees working in high 
context cultures are reluctant to express disagreement or to assert their workplace rights, then 
having an incompetent leader would be a much greater problem than it would be in an 
individualist, low context culture where employees could openly voice their concerns and 
lobby for change. It therefore matters greatly that employees in high-context cultures are able 
to feel and believe that their leader is worthy of the characteristics associated with idealized 
influence. In other words, they are likely to be motivated to perceive their workplace leaders 
as competent, charismatic, and confident – to actively look for signs of those characteristics, 
and to therefore attribute him or her with idealized influence. This finding highlights the 
importance of understanding culture when adjusting leadership practices and provides 
practitioners with an intelligible guideline. 
The analysis of quantitative data also revealed the important roles played by contingent reward 
leadership practice in the development of willing organizational commitment. Contingent 
reward, which is the main practice of transactional leadership, has received little attention from 
leadership studies due to the popularity of transformational leadership (Podsakoff et al. 2010). 
To address this shortcoming, this researcher’s investigation was extended from 
transformational leadership to transactional leadership and subsequently has provided 
practitioners with insights into both leadership practices and highlighted the importance of 






In exploring the mechanisms which underlie the positive relationship between transactional 
leadership and willing organizational commitment, this study has found that satisfaction of the 
need for competence, in particular, has a consistent mediating role across both industrial and 
manufacturing organizations. Taking all of the considerations and reasoning discussed in this 
section into account, the author has formulated Propositions Seven, Eight, Nine, and Ten.  
Proposition Seven: employees whose leaders provide followers with meaning for their work by 
articulating a compelling vision and mission for the organization are more likely to embrace 
the values underlying management assigned tasks as cohering with their self-values and 
thereby are more likely to experience self-determination when performing such tasks. 
Proposition Eight: employees are more likely to perceive their leaders, and the goals 
articulated by their leaders, in a positive light when the behaviour and messages of those 
leaders aligns with the cultural values of employees. 
Proposition Nine: leaders who provide clarity about task requirements and clear and fair 
evaluations of performance contribute to employees being able to satisfy their need for 
competence. 
Proposition Ten: the development of willing organizational commitment amongst employees 
can be facilitated by articulating a compelling vision and mission, by providing task clarity 










THESIS DISCUSSION, THEORY ELABORATION, 
AND CONCLUSION 
 
8.1 Theory elaboration 
It has been observed that leadership behaviours, self-determination processes and the 
accompanying satisfaction of basic psychological needs - and also the differing levels of 
identity and the processes of identification - contribute to the development of willing 
organizational commitment amongst employees. It is necessary to explain how those disparate 
but complementary elements of the model that was presented in Chapter Seven can be 
integrated into a coherent theory.  
There are two mutually strengthening aspects of being human that underlie and explain how 
the disparate elements listed above actually constitute a meaningfully integrated whole: the 
“primary motivational propensity to feel like causal agents” (Deci & Ryan 2000, p.233) and 
the “essential human desire to expand the self-concept” (Ashforth et al. 2008, p.334). In other 
words, the need to feel self-determined and the desire to be self-defined are the underlying 
forces that, working in conjunction with situational antecedents, can result in the development 
of willing organizational commitment.   
This author proposes that the central benefit of being self-defined has to do with the degree to 
which it enables clarity of meaning. The clearer individuals can be about who they are – what 
they believe, value, and feel – the more able they are to establish a sense of purpose and the 
more able they are to make self-enhancing decisions about who and what to identify with, 
which includes decisions about who and what to commit themselves to. Just as importantly, 





The experience of being self-determined - of being the causal agent of your own actions – 
requires clarity about who you are. Deci and Ryan (2000) postulate that “humans are active, 
growth-oriented organisms who are naturally inclined toward integration of their psychic 
elements into a unified sense of self and integration of themselves into larger social structures” 
(p.229). Extending Deci and Ryan’s postulation, it follows logically that the more unified a 
person’s sense of self is, the more able they are to know and feel that their actions reflect who 
they are. Hence, the experience of being self-determined is enhanced by what Ibarra and 
Petriglieri (2010) call ‘identity work’ and ‘identity play’: “whereas identity work 
fundamentally seeks the preservation of existing identities or compliance with externally 
imposed image requirements, we propose that identity play is concerned with inventing and 
reinventing oneself” (p. 14).  
To be self-determined therefore requires being self-defined. Just as being self-defined brings 
with it the benefit of clear meaning, being self-determined brings with it the benefit of being 
an agent rather than an object. Agency makes it possible not only to write your own story but 
also to enact that story. Often one is familiar with times in life when it becomes clearer about 
whom we are and what we want to do with our lives not by ‘looking inside ourselves’ but 
instead by reflecting on our actions. Without action, identity becomes brittle and unable to 
grow. In other words, identity without agency would quickly lose its meaning, just as agency 
without identity would quickly lose its purpose.  
Having explained why self-determination and self-definition matter to each other, and why it 
is therefore not surprising to find that both are deeply involved in the development of 
organizational commitment, the author now needs to explain how each separately – but also in 
combination – make important contributions to the development of organizational 
commitment. After providing that explanation, a conclusion will be drawn by explaining at a 





not only through self-determination processes but also through self-definition processes, 
contributes to the development of willing organizational commitment. 
Chapters Four, Five, and Six have already provided empirical demonstrations that self-
determination processes and self-definition processes contribute to the development of willing 
organizations, but those demonstrations treated self-determination separately from self-
definition. Indeed, the importance of the role that identity and identification play in 
organizational commitment was only discovered by the author through an open inductive 
analysis of qualitative interview data, rather than identity and identification being part of the 
conceptual framework that the author had earlier constructed from the literature. Nevertheless, 
after being prompted by the qualitative findings to review the identity theory literature, the 
author realized that there were good reasons why she should have initially included identity 
theory in the literature review chapter.  
Primary among those reasons is the acknowledgement among social identity theorists in 
particular, that identification “is positively associated with behaviours that are supportive of 
the entity in question, including organizational citizenship behaviours” (Ashforth et al. 2008, 
p.331).  As seen much earlier in the thesis, one of the reasons why researchers have taken a 
prolonged interest in uncovering the antecedents of, and the mediating processes which 
working in conjunction with those antecedents lead to, organizational commitment is that a 
valued outcome of organizational commitment is organizational citizenship behaviour. It is 
clear that not only commitment to an organization but also identification with that organization 
has the outcome of organizational citizenship behaviour.  
Moreover, the empirical findings reported in Chapters Four, Five, and Six have shown that 
commitment to, and identification with, an organization can work in a mutually strengthening 





profession and with an organization can result in willing organizational commitment. In fact, 
the inductive analysis of interview transcript data in Chapter Five provided an understanding 
induced from the words of employees of how their sense making processes – their meaning 
making processes – result in identification being efficacious for commitment regardless of 
leadership behaviours. 
Finally, what role do transformational leadership behaviours play in the integrative explanatory 
theory that is being presented here? Those transformational leadership behaviours that facilitate 
satisfaction of the psychological needs for relatedness, competence, and autonomy play the 
greatest role because they thereby heighten the experience for employees of being self-
determined. It has been established through the analysis of identity and identification processes, 
that transformational leadership behaviour which assists in the sense making of employees is 
equally important.  
Sense making plays a major role in identification with collectives (professions) and with 
organizations. Ashforth et al. (2008) affirms that “the literature on organizational 
communication strategies is well developed regarding the link between sense giving and 
identification” (p. 342); and Illies et al (2005) explain that leaders “can influence followers’ 
feelings of identification with the leader and the organization, especially when a high degree 
of value-congruence exists among leaders and their followers” (p.383). It is through the 
transformational leadership behaviour of articulating an inspiring account of the organization’s 
purpose and values that employees are better able to recognize an alignment between their 
personal values and those of the organization, and thereby identify with that organization.  
8.2 Thesis discussion and overview 
This thesis commenced from the observation that although organizational commitment has 
been central to a substantial number of studies for many years (Philipp & Lopez 2013; Tse et 





forms of commitment which have been conceptualized by commitment theorists as 
‘commitment profiles’ (Meyer et al. 2012a). In their consolidation of previous research, Meyer 
and Herscovitch (2001) identified three forms of commitment: affective commitment, 
normative commitment, and continuance commitment. Building upon this research, Gellatly et 
al. (2006) argued that the way in which any form of commitment is experienced by an 
individual depends on the context created by other components (forms) of commitment. 
Therefore studies which concentrate on a single form of commitment independently of other 
forms obscure the importance of the interaction effect of the three-component model of 
organizational commitment. 
In contrast, this author’s research has fully accounted for the concept of commitment profiles. 
The central contention is that an individual can be attached to an organization through more 
than one mindset, and can experience more than one form of commitment simultaneously and 
the interaction effect of those three forms of commitment has been included in the researcher’s 
attempts to understand and explain the relationship between various leadership practices and 
the development of willing organizational commitment.   
This thesis has provided a thick contextualised description of, and explanation of, the interplay 
between leadership practices and willing organizational commitment paying close attention to 
the mediating role of various elements of self-determination theory. The thesis has also 
explored the role of identification in the development of willing organizational commitment 
and has provided a comprehensive model which integrates qualitative findings in relation to 
identification with the findings from the quantitative stage of the research. The model was 
supplemented by eight specific propositions concerning the implications of the model for 
practitioners who want to impact and improve the development of willing organizational 





The empirical data upon which the findings are based has been integrated and triangulated and 
is drawn from quantitative (questionnaire) and qualitative (interview) methods. Through a 
mixed-method approach to data analysis this research has contributed to both empirical and 
theoretical research in the area of organizational commitment.  
8.3 Theoretical Contribution 
8.3.1 Contribution to better understanding of the association between leadership 
practices and willing organizational commitment  
In terms of leadership practices, considerable attention has already been paid to 
transformational leadership and its links to positive organizational outcomes by previous 
researchers, but little attention has been given to the components of transformational leadership 
and their links to positive outcomes. The author has shown that exploring the links between the 
components of transformational leadership and the development of willing organizational 
commitment at a more granular level is essential in order to provide an explanatory account of 
underlying processes linking leadership practices to willing organizational commitment. The 
researcher has placed her focus on the idealized influence (charisma) component of 
transformational leadership.  
This approach has also resulted in a better understanding of contextual factors which influence 
the interplay between leadership practices and willing organizational commitment such as 
culture.   
Furthermore, this study also revealed the important role played by contingent reward leadership 
practices in enhancing employees’ level of commitment to organizations. Contingent reward 
behaviour, which is the main practice of transactional leadership, has received little attention 
from leadership studies. The assumption seems to have been that the less considerate and less 
inspiring forms of behaviour associated with transactional leadership, do not develop 





extended its focus from transformational leadership to transactional leadership exploring not 
only the links between this leadership practice and willing organizational commitment but also 
the ways in which these relationships are explained through self-determination. 
 The research results showed that the enactment of contingent reward leadership practice does 
create willing commitment in organizations: this research therefore has significantly 
contributed to transactional leadership theory and to organizational commitment theory and 
has also provided practitioners with insights into the importance of adjusting leadership 
practices according to the requirements of situations, contexts, and circumstances. In exploring 
the mechanisms which underlie the positive relationship between transactional leadership and 
willing organizational commitment, this study has also reconfirmed the mediation role of 
psychological needs satisfaction.  
8.3.2 Contribution to better understanding of the moderating role of culture  
This research has underscored the importance of culture in relation to the enactment of 
leadership practices. It was established that culture, as the key determinant of employee 
perceptions of the leader, is central to whether, and which, leadership practices result in willing 
organizational commitment. The author contends that employees holding different cultural 
values and beliefs will perceive the same leadership practice differently and consequently will 
react to that leadership practice in different ways. It was concluded that organizational 
members belonging to high-context cultures care deeply about the competence, reputation, and 
behaviours of their leaders. Therefore they are more likely to develop a sense of attachment to, 
and commitment to, their organizations if they perceive their leaders as competent and 
charismatic.  This finding provides organizational practitioners with a baseline context that 






8.3.3 Contributions to a better understanding of the mechanisms that link leadership 
practices to willing organizational commitment 
This study has contributed to a better understanding of the links between leadership practices 
and the development of willing organizational commitment. In addition to revealing the strong 
relationships between transformational and transactional leadership practices and willing 
organizational commitment, this study has revealed how various elements of self-
determination theory explain these relationships.  
The self-determination construct includes two sub-constructs of motivation and psychological 
need satisfaction. The research findings reported in this thesis demonstrate how leadership 
practices contribute to stronger attachment of employees to their organizations through 
satisfaction of the needs for autonomy, relatedness, and competency. By paying particular 
attention to the nature of the internalization process, this study also explored the mediation role 
of that process during the quantitative stage of this research and extended that exploration 
during the deductive qualitative analysis of Chapter Six.   
8.3.3.1 Contributions to understanding how motivation and internalization processes 
explain the links between leadership and willing organizational commitment    
The relationships between transformational leadership and desirable organizational outcomes 
have been extensively researched in previous studies. Those studies however, have been 
limited to discovering the positive relationships between antecedent conditions and subsequent 
outcomes with little attempt being made to explain how transformational leadership practices 
are linked to positive organizational outcomes. This research, in contrast, has focused on 
idealized influence (charisma) as the most important component of transformational leadership 
and explored how this leadership practice develops willing organizational commitment through 





It was found that employees perceiving their managers as charismatic are more likely to 
embrace the values underlying management assigned tasks as cohering with their self-values 
and thereby are more likely to experience self-determination when performing such tasks. In 
effect then, organizationally committed employees have come to identify with the 
organization’s values, accepting them as their own.  
As a result of the author extending the quantitative analysis of survey data by embarking on an 
inductive qualitative analysis of interview data regarding the identification process and its role 
in development of willing organizational commitment, it was concluded that internalization 
and identification occurs when employees experience admiration for their leaders and 
agreement with the views and values of those leaders – which coheres with experiencing 
idealized influence. It was also contended that identification with the values and goals espoused 
by a leader is central to the internalization of motivation, so how convincingly the leader 
explains those values and goals will matter crucially to whether employees can agree with and 
accept those values and goals as their own. Equally important to internalization however, is 
how employees experience the leader as a person.  
This finding has a significant practical implication because it provides an important guideline 
for management practitioners concerning how they should attempt to articulate organizational 
values in ways in which resonate with employees’ personal values: effective communication 
of purpose and values can result in employees feeling self-determined while enacting 
organizational tasks which in turn will enhance employees’ willing organizational 
commitment.    
8.3.3.2 Contribution to better understanding of the mediation role played by psychological 
need satisfaction  
This study contributes to a better understanding of psychological need satisfaction in 





enhancement of organizational commitment among employees. The data analysis – both 
quantitative and qualitative - revealed that psychological need satisfaction does underlie the 
relationship between contingent-reward leadership practice and willing organizational 
commitment. The data analyses also showed that satisfaction of the need for competency has a 
consistent and strong role to play in the link between contingent-reward behaviour and willing 
organizational commitment across two sample industries: manufacturing and healthcare. The 
need for competence explains individuals’ willingness to achieve valued goals and outcomes 
and to be successful in performing challenging tasks (White, 1959; Ferris & Brown 2011; 
Vandercammen et al. 2013) and is associated with individuals’ desire to feel capable and 
explore and stretch their capacities (White 1959). 
8.3.4 Contribution to identifying a broader range of factors influencing willing 
organizational commitment regardless of leadership behaviour  
The quantitative stage of this research tested literature based hypotheses concerning the ways 
in which desirable leadership styles can be related to, and have a positive impact upon, key 
elements of self-determination processes and thereby improve employees’ commitment level 
to their organization. But this research did not limit its scope to examining the hypothesized 
contributors to the development of organizational commitment – it instead extended its scope 
to those survey respondents who were outliers. That extension involved inductive qualitative 
research and explored the ways in which commitment to an organization can develop in the 
absence of perceived desirable leadership practices. The open, inductive analysis of qualitative 
interview transcripts revealed the importance of identity and identification. 
8.3.4.1 Contribution to understanding how identification processes contribute to the 
development of willing organizational commitment  
This research has explained and demonstrated how identification with a collective 
(organization, profession, or occupation) creates a sense of belongingness with the collective 





showed how individuals come to identify with the organization and thereby become willing to 
perform in the organization’s best interests.  
This research took an analytical approach in exploring and explaining the notion of identity 
and confirmed that individuals can identify with multiple loci (role, career, organization, 
occupation) at the same time and these multiple identities are more likely to result in willing 
organizational commitment when the personal level of self is involved in the identification 
process. This finding explains that strength and depth of identification is affected by the level 
of self which is engaged in the identification process rather than the form of identity and 
suggests that involvement at the personal level of self in the identification process leads to the 
integration of different forms of identity and subsequently increases the likelihood of 
enactment of positive organizational behaviour.   
8.4 Practical Implications   
The practical implications of this research have been captured in a comprehensive model of the 
development of willing organizational commitment. That model was presented in Chapter 
Seven of this thesis and serves as a guideline for practitioners seeking to improve employee 
engagement and to enhance commitment towards the organization. The comprehensive model 
integrates the findings from two different stages of this research: the quantitative stage one and 
the qualitative stage two. 
Of central importance to practitioners is the finding that employees will become willing to 
perform in the best interest of organization if the values attached to the task or the organization 
are internalized in ways which resonate with employees’ personal values. In addition to 
influencing the internalization process, managers can create circumstances which encourage a 
sense of accomplishment and capability in their workplace. As demonstrated by this research 





provided with challenging tasks which given them an opportunity to demonstrate their 
capabilities.    
The findings of this research in relation to culture highlighted the importance of adjusting 
leadership practices so that they accord with cultural values. The results of this research should 
encourage practitioners to refine their leadership styles taking into consideration cultural 
differences of employees and their different perceptions of leadership styles.   
The comprehensive model presented in Chapter Seven contains the implication that assessment 
of an applicant’s sense of professional identity during recruitment should provide 
organizational practitioners with important insight into improving the recruitment and retention 
of employees and more importantly with the subsequent development of organizational 
commitment. Professional identity was found to be associated with stronger and long-term 
identification. In line with the results of this study, Lammers et al.’s research (2008) has 
highlighted the link between professional identity and higher effort, productivity, and 
enjoyment of work. Lammers et al. (2013) have also found that identification with a profession 
is associated with higher personal accomplishment.  Their results showed that an individual’s 
involvement in activities relevant to their professions gave them a sense of personal 
accomplishment (Lammers et al. 2013, p.528).  
Considering the many positive effects of professional identity and the fact that professional 
identity can be measured prior to an individual’s recruitment (which at the recruitment stage is 
far more meaningful than measuring commitment to the organization), measurement of 
professional identity during recruitment should assist with retention of employees and more 
importantly with  the later development of organizational commitment which was revealed to 





Ten specific practitioner guidelines were presented as propositions in Chapter Seven when the 
implications of the comprehensive model were elaborated and explained. Those propositions 
are collected together and re-presented below: 
Proposition One: recruitment processes will be more likely to attract employees who develop 
willing organizational commitment if those processes identify applicants who possess a high 
level of professional identity that includes values which align with the values and the activities 
of the organization.  
Proposition Two: a strong sense of professional and organizational identity held by employees 
in an organization provides members with the meaning required for enactment of fully self-
determined behaviour which in turn results in desirable outcomes such as willing 
organizational commitment.   
Proposition Three: Identification can facilitate the internalization process and subsequently 
can result in willing organizational commitment through the fulfilment of innate psychological 
needs if that identification is strong enough to encourage enactment.   
Proposition Four: providing employees with ongoing information about not only which goods 
and services the organization is producing but also why the organization is producing those 
goods and services will assist professional employees to internalize and integrate 
organizational goals with personal goals, contributing to their sense of being self-determined. 
Proposition Five: providing employees with ongoing information about not only which goods 
and services the organization is producing but also why the organization is producing those 
goods and services will assist professional employees to make sense of ways in which their 






Proposition Six: providing information that assists employees to experience a greater sense of 
being self-determined and to make sense of ways in which their professional identity can be 
enacted through willing commitment to the organization, will increase the development of 
willing organizational commitment amongst those employees.  
Proposition Seven: employees whose leaders provide followers with meaning for their work by 
articulating a compelling vision and mission for the organization are more likely to embrace 
the values underlying management assigned tasks as cohering with their self-values and 
thereby are more likely to experience self-determination when performing such tasks. 
Proposition Eight: employees are more likely to perceive their leaders, and the goals 
articulated by their leaders, in a positive light when the behaviour and messages of those 
leaders aligns with the cultural values of employees. 
Proposition Nine: leaders who provide clarity about task requirements and clear and fair 
evaluations of performance contribute to employees being able to satisfy their need for 
competence. 
Proposition Ten: the development of willing organizational commitment amongst employees 
can be facilitated by articulating a compelling vision and mission, by providing task clarity 
and performance feedback, and by doing so in ways that align with employees’ cultural values.  
8.5 Limitations and Future Research 
The mixed-method nature of this research has encouraged the author to present the limitations 
of this research in two different sections  
8.5.1 Quantitative Research Limitations and Future Research 
The purpose of this research has been to provide a thick contextualised description and 





doing so one of the findings is that the link between leadership practices and willing 
organization commitment is moderated by national culture. The author acknowledges that this 
conclusion would be more readily accepted as valid if the data was gathered not only from two 
different countries but also multiple cultural contexts. This research also acknowledges that the 
discussion of the role that high-context culture plays in explaining the findings, would benefit 
from further analysis. In particular, there was no scope in this study to take the dynamic 
constructivist theory of culture into account. Hong and Mallorie (2004) have proposed that 
culture and situation interact within the cognition of individuals so the behavioural influence 
of national cultures cannot always be understood by assuming a direct relationship between 
culture and behaviour. 
 This researcher has partly taken that intersection between culture and situation into account by 
highlighting the manner in which a high-context culture could motivate its members to attribute 
positive characteristics to leaders as a way of avoiding the situational need to challenge an 
incompetent leader who inhabits a higher level within an organizational structure. In other 
words, organizations can present employees with a situation that contributes to the manner in 
which their culture influences their thinking, their perception, and their behaviour. To ground 
that interpretation of the findings in a stronger evidential base, however, future research would 
need to be designed to specifically test and potentially extend upon that interpretation. 
A second concern with the first stage of the research was its focus on hypothesis testing through 
the quantitative analysis of aggregated data: that approach can limit the exploration of counter 
examples. The qualitative stage of this research presented in Chapter Five and Chapter Six, 
enabled the author to interview and seek to understand individuals who had developed willing 
organizational commitment even though their did not perceive their leaders as behaving in 
ways that accord with the tenets of transformational leadership. Sometimes researchers can 





understanding those who are typical. This is particularly important when the object of 
investigation is an outcome of objectively identified behaviours intersecting with the subjective 
perceptions and mind-sets of persons, many of whom bring deeply embedded agendas and 
values into organizational situations. The author therefore proposes that future research pay 
even more attention to survey respondents who depart from the majority in their attitudes. 
8.3.2 Qualitative Research Limitations and Future Research 
An inability to generalize from findings is often raised as a major concern with qualitative 
research. This concern is especially raised when the research is building upon other studies that 
were derived from quantitative research. That is one reason why this researcher has undertaken 
a mixed-method approach in order to build upon and test previous findings in the area of 
organizational commitment in the quantitative stage of the study, but also to go beyond findings 
captured through quantitative methodology and provide thick contextualized understanding of 
the empirical materials obtained through the qualitative stage of the research.  
It has been argued that the sample sizes and sampling techniques employed in qualitative 
studies cannot ensure the representativeness of the data (Mason 1996; Silverman 2011). The 
author, however, has sought to make the findings of this research generalizable by cross-
validation of the findings from the two separate stages of the research. The researcher has also 
attempted to make the findings of this study generalizable by providing descriptions which 
possess ‘wider resonance’ (Mason 1996, p.6) and which are not only limited to empirical 
evidence. Various strategies were employed in this study to enhance the generalisability of 
qualitative findings: (1) to generate deep meaning, rich data was gathered through in-depth 
interviews with informants (Yin 2003); (2) to ensure validity and reliability of the data this 
study has used design research methods (Falk & Guenther, 2014); and finally this research has 
developed theories based on the qualitative data that go beyond the findings of this particular 





It has emerged from the data that identification through involvement at the personal level of 
self contributes to the development of organizational commitment. This finding was the central 
outcome of the qualitative research that included categorising the level of self which was 
involved in identifications with different loci of identity.  Professional identity was found to be 
the most effective form of identity as it creates a sense of belonging and oneness with an 
organization through involvement at the personal level of self in the identification process and 
subsequently enhances employee commitment towards an organization. Individuals holding 
strong professional identity are more likely to develop willing organizational commitment 
regardless of their perception of  their managers’ leadership style and whether their managers 
practice perceived desirable leadership style or not. 
Future research should investigate and assess whether there is a wider scope of applicability 
and transferability of these findings, for example, whether these findings are applicable in other 
professional, cultural, and situational contexts. Several fascinating topics also arise from this 
research that might be a focus for future theoretical exploration. For example, interaction 
between personal identity and work identity in different professional contexts which has not 
been explored in extant studies, may be worthy of investigation in future studies because of its 
importance in generating organizational outcomes. Furthermore, due to the importance of 
organizational identity in the development of willing organizational commitment revealed in 
this study, researching the interactions between different attributes of organizations and 
organizational identity, the roles of communication in building organizational identity, and its 
interactions with other forms of identity are also worthy of exploration. 
While this research has investigated the impact of identification on willing organizational 
commitment at an individual level through the use of questionnaires and interviews, future 
studies could use more longitudinal methods by tracking development of organizational 





and refine the theories. Moreover, it would be interesting to explore how identification through 
profession interacts with organizational commitment in other cultural contexts.     
Finally, it was proposed in the introduction to this thesis that research into the factors that 
develop willing organizational commitment amongst employees could make a central 
contribution to the development of innovative manufacturing in Australia and elsewhere. Much 
work remains to be done to fully understand how and why employees who are organizationally 
committed are more likely than others to make innovative contributions to their workplaces. 
Although it is now well established that organizational commitment produces positive 
organizational citizenship behaviour, it is highly likely that situational factors which limit the 
development of innovative mindsets would need to be identified and managed in addition to 
management of the situational factors that contribute to the development of organizational 
commitment. 
Nevertheless, the author would like to conclude on an optimistic note. In identifying and 
explaining the crucial role that self-determination and self-definition processes play in the 
development of willing organizational commitment, the author has coincidentally – but not 
accidentally – touched upon many factors relevant to the development of, and the nurturing of, 
innovative thinking. Innovators require an open, exploratory mindset. The experience of being 
self-determined also involves the openness and exploration which is associated with intrinsic 
motivation. To be intrinsically motivated is to be engaged in tasks that are interesting and 
promote growth, which certainly accords with the sort of thinking associated with innovation.  
Tasks that provide people with intrinsic motivation do so partly because those activities satisfy 
the psychological needs for autonomy and competence – needs that are the drivers of self-





supported empirically, the author contends that engagement in innovative activities could also 
satisfy the psychological needs for autonomy and competence.  
It has been discerned that self-definition, or who people think they are, can contribute 
significantly to the development of willing organizational commitment when the self-concept 
aligns with the identity of the organization. It could equally be the case that ‘who you think 
you are’ is central to the development of innovative thinking and behaviour.  According to self-
categorization theory, when people categorize themselves as members of a particular group or 
profession, they adopt the perceived features of the group that are seen as valuable. In other 
words, self-categorization shapes and informs thoughts and actions. It follows that those 
organizational contexts which nudge employees toward self-categorization as a member of ‘the 
innovative group’ should contribute to those employees thinking and behaving in more 
innovative ways. Discovering if that is so, and discovering the details of how that can be 
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Appendix A: Invitation to Participate in Survey 
 
INVITATION TO PARTICIPATE IN SURVEY 
AS PART OF A RESEARCH PROJECT 
PARTICIPANT INFORMATION 
Project Title: Leadership and Organizational Commitment 
Investigators: 
Ms Leila Afshari (PhD candidate, Graduate School of Business and Law, RMIT University, (+61 
3) 99250511) 
Dr Paul Gibson (Senior Lecturer, Graduate School of Business and Law, RMITUniversity, (+61 
3) 99250105, paul.gibson@rmit.edu.au) 
Assoc. Prof. Siva Muthaly (Associate Professor, School of Management, RMIT University, (+61 
3) 99252113, siva.muthaly@rmit.edu.au) 
 
Dear Participant, 
You are invited to participate in a research project being conducted by RMIT University. This 
information sheet provides you with an overview of the research project in plain language. Please read 
this sheet carefully and be confident that you understand its contents before deciding whether to 
participate. If you have any questions about the project, please ask one of the investigators.  
This research is being conducted by Ms Leila Afshari, a research student currently studying in the 
Graduate School of Business and Law, RMIT University, as a part of her PhD degree. Dr Paul Gibson 
is the senior supervisor and Assoc. Prof. Siva Muthaly is the second supervisor for the project. The 
project has been approved by the RMIT Human Research Ethics Committee.  
The aim of this research is to investigate the role of organizational leadership in the development of 
organizational commitment.  The primary research question is:  ‘What new understandings of 
organizational commitment are made available by an investigation which explores the entire set of 
relationships between transformational leadership, need satisfaction, commitment profiles, and 
employee outcomes?”The research findings will contribute to a better understanding of organizational 
commitment processes; thereby helping organizational leaders to adapt their leadership styles in ways 
that benefit organizations and their employees. 
People in different roles across 3 organizations will receive invitation to participate in this survey. The 
questionnaire will include 3 areas of Leadership, Self-Determination and Commitment. Description 
about scaling will be provided in questionnaire.  
Examples of the questions asked are: 
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 Does your manager get you to rethink ideas that they had never questioned before? 
 Does your supervisor provide recognition/rewards when you reach a gaol? 
If you are unduly concerned about your responses to any of the questions or if you find participation in 
the project distressing, you should contact any one of the above investigators as soon as convenient. 
We will discuss your concerns with you confidentially and suggest appropriate follow-up, if necessary. 
The benefits of participating in this research include a better understanding of the general 
organizational commitment development process, and perhaps a better understanding of your own 
workplace motivations and commitments. A free electronic report briefly summarising the research 
findings will be provided to you upon request after completion of the project.  
Confidentiality and privacy will be strictly maintained during all stages of the study by the researchers. 
Only codes or numbers will be used to represent participants and their organisations in reporting 
results, which will be made public in the forms of a thesis and papers published in journals or 
conferences. Any information that you provide can be disclosed only if (1) it is to protect you or others 
from harm, (2) a court order is produced, or (3) you provide the researchers with written permission. 
All electronic data will be stored on RMIT’s University Network systems, which provide high levels of 
manageable security and data integrity, and are only accessible by the researchers listed above. Any 
data related to works in progress will be stored in a password protected computer, and hard copy data 
will be archived in the locked filing cabinet and locked office at Graduate School of Business and Law, 
RMIT University. All research data will be kept securely at RMIT for 5 years after the completion of 
the project, before being destroyed.  
Your participation in this research is completely voluntary. There are no penalties if you decide not to 
participate. As a participant, you have the right: 1) to withdraw from the interview at any point of time; 
2) to request audio-recording cease at any time; 3) to have any unprocessed data withdrawn and 
destroyed, provided it can be reliably identified, and provided that so doing does not increase the risk 
for the participant; 4) to have any questions answered at any time.  
If you have any questions or enquiries regarding this project or your participation, you can contact 
Leila Afshari at (+61 3) 99250511 or Dr Paul Gibson (+61 3) 99250105 or paul.gibson@rmit.edu.au; 
or Assoc. Prof. Siva Muthaly (+61 3) 99252113 or siva.muthaly@rmit.edu.au.  
 
Thank you very much for your consideration. 
Yours sincerely, 
 













If you have any complaints about your participation in this project please see the complaints 









INVITATION TO PARTICIPATE IN AN INDIVIDUAL INTERVIEW 
AS PART OF A RESEARCH PROJECT 
PARTICIPANT INFORMATION 
Project Title: Leadership and Organizational Commitment 
Investigators: 
Ms Leila Afshari (PhD candidate, Graduate School of Business and Law, RMIT University, (+61 
3) 99250511) 
Dr Paul Gibson (Senior Lecturer, Graduate School of Business and Law, RMITUniversity, (+61 
3) 99250105, paul.gibson@rmit.edu.au) 
Assoc. Prof. Siva Muthaly (Associate Professor, School of Management, RMIT University, (+61 
3) 99252113, siva.muthaly@rmit.edu.au) 
 
Dear Participant, 
You are invited to participate in a research project being conducted by RMIT University. This 
information sheet provides you with an overview of the research project in plain language. Please read 
this sheet carefully and be confident that you understand its contents before deciding whether to 
participate. If you have any questions about the project, please ask one of the investigators.  
This research is being conducted by Ms Leila Afshari, a research student currently studying in the 
Graduate School of Business and Law, RMIT University, as a part of her PhD degree. Dr Paul Gibson 
is the senior supervisor and Assoc. Prof. Siva Muthaly is the second supervisor for the project. The 
project has been approved by the RMIT Human Research Ethics Committee.  
The aim of this research is to investigate the role of organizational leadership in the development of 
organizational commitment.  The primary research question is:  ‘What new understandings of 
organizational commitment are made available by an investigation which explores the entire set of 
relationships between transformational leadership, need satisfaction, commitment profiles, and 
employee outcomes?”The research findings will contribute to a better understanding of organizational 
commitment processes; thereby helping organizational leaders to adapt their leadership styles in ways 
that benefit organizations and their employees. 
You have been asked to participate in this research because you indicated an interest, and a willingness 
to be interviewed, when you completed the questionnaire which constituted the first part of the research 
project.  
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Approximately 25-40 people in 3 organizations will be invited to participate in in-depth individual 
interviews. The interview will be digitally audio-recorded, subject to your consent and permission, to 
ensure the accuracy of the transcript of the interviews. Moreover, you can elect to maintain control 
over the recorder during the interview so you have the option to switch it off at any time.  
The interview will be guided by semi-structured questions, and will last approximately one hour. 
Examples of the questions asked are: 
 In what ways does your workplace leader help you to see the importance of your work? 
 What, if anything, has your workplace leader done that has sometimes made you feel that you 
have control over key parts of your job? 
 When have you felt best about the organization, and what do you think gave you that feeling? 
 
There are no perceived risks associated with participation outside the participant’s normal day-to-day 
activities. Moreover, you have one week to read through this information sheet before participating in 
the interview. This will give you time to evaluate whether or not you wish to participate in this part of 
the study.  
If you are unduly concerned about your responses to any of the interview questions or if you find 
participation in the project distressing, you should contact any one of the above investigators as soon 
as convenient. We will discuss your concerns with you confidentially and suggest appropriate follow-
up, if necessary. 
The benefits of participating in this research include a better understanding of the general 
organizational commitment development process, and perhaps a better understanding of your own 
workplace motivations and commitments. A free electronic report briefly summarising the research 
findings will be provided to you upon request after completion of the project.  
Confidentiality and privacy will be strictly maintained during all stages of the study by the researchers. 
Only codes or numbers will be used to represent participants and their organisations in reporting 
results, which will be made public in the forms of a thesis and papers published in journals or 
conferences. Any information that you provide can be disclosed only if (1) it is to protect you or others 
from harm, (2) a court order is produced, or (3) you provide the researchers with written permission. 
All electronic data will be stored on RMIT’s University Network systems, which provide high levels of 
manageable security and data integrity, and are only accessible by the researchers listed above. Any 
data related to works in progress will be stored in a password protected computer, and hard copy data 
will be archived in the locked filing cabinet and locked office at Graduate School of Business and Law, 
RMIT University. All research data will be kept securely at RMIT for 5 years after the completion of 
the project, before being destroyed.  
Your participation in this research is completely voluntary. There are no penalties if you decide not to 
participate. As a participant, you have the right: 1) to withdraw from the interview at any point of time; 
2) to request audio-recording cease at any time; 3) to have any unprocessed data withdrawn and 
destroyed, provided it can be reliably identified, and provided that so doing does not increase the risk 
for the participant; 4) to have any questions answered at any time.  
If you have any questions or enquiries regarding this project or your participation, you can contact 
Leila Afshari at (+61 3) 99250511 or Dr Paul Gibson (+61 3) 99250105 or paul.gibson@rmit.edu.au; 
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Appendix C: Consent Form for Individual Interviewees 
 
Consent Form for Individual Interviewees 
Name of Participant (Interviewee):_____________________________ 
Project Title: Leadership and Organizational Commitment 
Investigators: 
Ms Leila Afshari (PhD candidate, Graduate School of Business and Law, RMIT University, (+61 3) 
99250511) 
Dr Paul Gibson (Senior Lecturer, Graduate School of Business and Law, RMITUniversity, (+61 
3) 99250105, paul.gibson@rmit.edu.au) 
Assoc. Prof. Siva Muthaly  ( Associate Professor, School of Management, RMIT University, (+61 
3) 99252113, siva.muthaly@rmit.edu.au) 
1. I have had the above project explained to me, and I have read the information sheet. 
 
2. I agree to participate in the research project as described. 
 
3. The details of the interviews have been explained to me, and I agreeto be interviewed and 
that my voice will be audio recorded.  
 
4. I acknowledge that: 
(a) I understand that my participation is voluntary and that I am free to withdraw 
from the project at any time and to withdraw any unprocessed data previously 
supplied. 
(b) The project is for the purpose of research.  It may not be of direct benefit to me. 
(c) The privacy of the personal information I provide will be safeguarded and only 
disclosed where I have consented to the disclosure or as required by law.  
(e) The security of the research data will be protected during and after completion 
of the study.  The data collected during the study may be published, and a free 
electronic report briefly summarising research findings will be provided to me 
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Open-ended Interview Questions: 
1. General Information about interviewee’s role in organization   
a) Could you please give a brief introduction of your role and report line? 
b) Could you please give brief information about yourself, e.g. your country of origin, 
education and professional background, position and job responsibility in the 
company? 
2. Commitment  
a) How would you describe your commitment to this organization? 
b) How long have you been with this organization?  
c) What are the reasons to stay with this organization? 
d) What makes your committed /uncommitted to this organization? 
3. Leadership 
a) How would you describe the leadership style in this organization? 
















 فرم رضايت براي مصاحبه انفرادي 
 بعنوان بخشي از يك پروژه تحقيقاتي
 ): ........................................................................نام مشاركت كننده( مصاحبه شونده
 رهبري و تعهد سازماني عنوان تحقيقات:
 :هامحقق
 +)، ١٦ ٣( ١١٥٠٥٢٩٩ده تجارت و قانون ، تلفن کدانش ازTIMR ه خانم  ليلا افشاري(دانشجويي دكترا در دانشگا
 
 50105299 )3 16+(ده تجارت و قانون ، کدانش ازTIMR( استاد ممتازدر دانشگاه  nosbiG luaPدكتر 
 ua.ude.timr@nosbig.luap)
 
 ,31125299 )3 16+(ده تجارت و قانون ،کدانش ازTIMRپرفسور در دانشگاه دستيار ylahtuM aviS  پرفسور 
 )ua.ude.timr@ylahtum.avis
 
 من برگه اطلاعات را خوانده ام.. پروژه بطور كلي بمن توضيح داده شد و ١
 . من در شركت كردن در اين پروژه تحقيقاتي توضيح داده شده موافق هستم.٢
 . تمام جزييات مصاحبه بمن توضيح داده شده است و موافقم تا از من مصاحبه بشود و صداي من ضبط گردد.٣
 . من تصديق ميكنم كه:٤
اوطلبانه است و من مي توانم از مشاركت در اين پروژه هر زمان كه الف) آگاهي كامل دارم كه مشاركت من بصورت د
 بخواهم خارج شوم و همچنين داده هاي استفاده نشده قبلي را حذف كنم.
 ب) اين پروژه صرفا براي يك تحقيق دانشگاهي است و ممكن هست هيچ سود مستقيمي براي من نداشته باشد.
ري مي شود و فقط در صورتي اين اصلاعات فاش مي شود كه من ج) اطلاعات شخصي من بصورت محرمانه نگهدا
 رضايت داده باشم يا قانون ملزم كند.
د) امنيت اطلاعات و داده هاي اين.تحقيق بصورت كاملا امن در حين پروژه و بعد از پايان آن نگهداري مي شود. داده 
يك نسخه كوتاه از يافته هاي تحقيق در صورت  هاي جمع آوري شده در مراحل اين مطالعه ممكن است انتشار داده شود
 درخواست براي من فراهم خواهد شد. هيچ اطلاعاتي كه مشخصات من را فاش كند استفاده ميخواهد شد.
 
 رضايت مشاركت كننده: 
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 دعوت به مشاركت در مصاحبه حضوري يك نفره
 بعنوان بخشي از يك پروژه تحقيقاتي
 
 اطلاعات مورد نياز براي شركت كننده:
 رهبري و تعهد سازماني عنوان تحقيقات:
 :هامحقق
 +)، ١٦ ٣( ١١٥٠٥٢٩٩ده تجارت و قانون ، تلفن کنشدا ازTIMRدانشجويي دكترا در دانشگاه (ليلا افشاري خانم 
 
 )3 16+(ده تجارت و قانون ، کدانش ازTIMRدر دانشگاه ممتاز( استاد  nosbiG luaPدكتر 
 50105299ua.ude.timr@nosbig.luap)
 




 شركت كننده محترم،
 
اجرا ميشود شركت نمايد. اين برگه اطلاعات كلي  TIMRقاتي كه توسط دانشگاه شما دعوت شده ايد در يك پروژه تحقي
 از پروژه تحقيقاتي را به يك زبان ساده براي شما فراهم مي كند. لطفا قبل تصميم گيري در مورد شركت در اين پروژه
 لطفا با محققان اين پروژه تماس يد.ه ابرگه را با دقت بخوانيد و مطمئن بشويد كه محتواي آنرا بطور كامل متوجه شد اين
 بگيريم اگرهرگونه سوالي داريد.
 
ده تجارت و قانون بعنوان بخشي از کدانشاز TIMRاين تحقيقات توسط خانم ليلا افشاري، دانشجويي دكترا در دانشگاه 
تاد ناظر دوم اس ylahtuM aviSاستاد ناظر اول و پرفسور  nosbiG luaPپروژه دكتراي ايشان، اجرا مي شود. دكتر 
 تاييد شده است. TIMRاين پروژه دكترا هستند. اين پروژه توسط كميته اخلاقهاي تحقيقات انساني دانشگاه 
 
هدف از اين تحقيقات اين است كه نقش رهبري سازمان در توسعه تعهد سازماني افراد را بررسي كند. سوال اصلي و 
ماني توسط اين تحقيق كه تمامي ابعاد روابط بين جاذبه روحاني اين است كه: "چه مفاهيم جديدي از تعهد ساز صلیا
؟" فراهم ساخته ته استتعهد و دستاوردهاي كارمندان را بررسي ميكند  پروفايلهای، نياز رضايت، سازمان رهبري
ازمانها س به رهبران که دستيافته هاي اين تحقيق به بهتر شاختن پروسه هاي تعهد سازماني كمك خواهد نمود. بدين روال
 .کمک شود در تطابق روش رهبريشان بطوريكه منتهي به سود سازمان و كارمندان آنها بشود
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 در براي مصاحبه  خود را از شما درخواست شده است كه در اين تحقيق شركت نمايد براي اينكه شما ابراز تمايل و رضايت
 اعلام نموده ايد.  ي استشامل قسمت اول پروژه تحقيقات کهرا كامل كرديد  یبرگه سوالات
مصاحبه  د.نيك مصاحبه حضوري يك نفره شركت كند شد كه در ننفر در سه سازمان دعوت خواه ٥٤تا  ٥٢تقريبا 
براي اطمينان از دقت نسخه رونوشت مصاحبه با رضايت و اجازه شما ضبط خواهد شد. در هر صورت شما اختيار 
 ستيد ضبط صدا را متوقف كنيد.داريد كه در طول مصاحبه هر جا كه لازم دان
 
اگر شما نگراني درباره پاسخهاي خود به سوالات داريد يا اگر فكر ميكنيد كه شركت در اين پروژه موجب نگراني شما 
مي شود، لطفا به يكي با يكي از محققان اشاره شده در بالا تماس بگيريد. ما در مورد نگراني شما بطور محرمانه بحث 
 ر لازم باشد پيگيري لازم را پيشناد خواهيم داد.خواهيم كرد و اگ
 
 در مصاحبه تقريبا سوالاتي كه قبلا طراحي شده است پرسيده مي شود و بمدت يك ساعت خواهد بود. 
 مثالهاي از سولاتي كه پرسيده خواهد شد به قرار زير است:
 ار خود شويد؟به چه طريقي مدير يا مسول سازمان به شما كمك ميكند كه متوجه اهميت ك -
 چه كإرهايي رهبر سازمان يا مدير شما انجام داده است كه شما احساس كنيد نقش مهم و حساسي در كار خود داريد؟ -
 يد و چه چيزي به شما اين احساس را داد؟اس رضايت را از سازمان خود داشته كي شما بهترين احسا -
 
 شماليتهاي روزانه معمول پروژه در خارج از فعا اين ركت درهيچ خطر مشاهده شده يا گزارش شده ايي كه بموجب مشا
 اين قبل از مشاركت در مصاحبه حضوري و دوجود ندارد. شما يك هفته فرصت داريد كه اين برگه اطلاعات را بخواني
 به شما فرصت خواهد داد كه تصميم بگيريد در اين بخش از پروژه شركت كنيد يا نه.
 
اين پروژه موجب نگراني شما اسخهاي خود به سوالات داريد يا اگر فكر ميكنيد كه شركت در اگر شما نگراني درباره پ
با يكي از محققان اشاره شده در بالا تماس بگيريد. ما در مورد نگراني شما بطور محرمانه بحث ، لطفا ده استمي ش
 خواهيم كرد و اگر لازم باشد پيگيري لازم را پيشناد خواهيم داد.
ركت در اين تحقيق شامل يك درك بهتر از كليات پروسه توسعه تعهد سازماني و احتمالا يك درك بهتر از فوايد مشا
ميزان تعهد و انگيزه كاري در محل كار خود مي باشد. يك گزارش خلاصه رايگان الكترونيكي از يافته هاي اين تحقيق 
 ود.در صورت درخواست و در پايان پروژه قابل ارايه به شما خواهد ب
 
 تمام اصلاعات و مشخصات شما در طول مراحل اين مطالعه توسط محققان بصورت كاملا محرمانه و پنهان نگهداري 
تمام اصلاعات و مشخصات شما در طول مراحل اين بررسي توسط محققان بصورت كاملا محرمانه و پنهان نگهداري 
شده و در گزارش پاياني كه بصورت پاياننامه و مقالات  و اعداد تبديل ها كد هشد. پاسخهاي شما و سازمانها بخواهد 
 شما در صورتي مشخص خواهد شد اگر:شخصی اطلاعات  ي خواهد بود ارائه خواهد شد.علم
 ) اين اطلاعات از رسيدن هر گونه ضرري به شما جلوگيري كند. ١
 ) دادگاه قانوني درخواست كند.٢
 ) شما بصورت كتبي رضايت بدهيد.٣
و فقط قابل  ی استداراي سيستم امنيت بالآي كه TIMRا الكترونيكي در سيسم شبكه كامپيوتري دانشگاه همه داده ه
داده هاي مربوط به اين پروژه تحقيقاتي در  مهالا مي باشد ذخيره خواهد شد. هدسترس توسط محققان اشاره شده در ب
شد، و مدارك كاغذي اين تحقيق در محلهاي امن و  كامپيوتر كه قابل دسترسي با كلمه رمز عبور مي باشد ذخيره خواهد
نگهداري خواهد شد. همه داده هاي و  TIMRده تجارت و قانون دانشگاه کقع در دانشداراي امنيت بالا در داخل دفتر وا
بايگاني خواهد شد و سپس  TIMRاطلاعات تحقيق بصورت كاملا امن و بمدت پنج سال بعد از پايان پروژه در دانشگاه 
 بين برده خواهد شد.  از
توجه ركت نكنيد هيچ مشكلي ممشاركت شما در اين تحقيق كاملا داوطلبانه است. اگر تصميم گرفتيد كه در اين تحقيق ش





 نماييد. علامود را از مصاحبه در هر زمان ا) شما مي توانيد انصراف خ١
 ه را بکنيد.) درخواست نسخه صداي ضبط شد٢
 را بکنيد. ) درخواست خارج كردن و از بين بردن همه اطلاعات غير استفاده شده در تحقيق٣
 که لازم باشد. ) پاسخگويي به سوالات شما در هر زمان٤
ريد مي توانيد با ليلا افشاري دااگر شما هرگونه سوال يا درخواستي در مورد اين پروژه يا مشاركت در اين تحقيق 
 aviSيا پرفسور  nosbiG luaP 50105299 )3 16+(pua.ude.timr@nosbig.lua;يا دكتر  11505299 )3 16+(
 تماس بگيريد. .ua.ude.timr@ylahtum.avis ro 31125299 )3 16+(ylahtuM
 با سپاس فراوان بابت توجه شما.
 
 ليلا افشاريnosbiG luaPylahtuM aviS
 






















احترام به مشاركت در  طفا به پروسه شكايات باود در اين پروژه لخرت هر گونه شكايت درباره مشاركت در صو





  yevruS a ni etapicitraP ot noitativnI israF :I xidneppA
 
 پرسشنامه دردعوت به شركت 
 بعنوان بخشي از پروژه تحقيقاتي
 
 اطلاعات مورد نياز براي شركت كننده:
 رهبري و تعهد سازماني عنوان تحقيقات:
 
 :هامحقق
 +)، ١٦ ٣( ١١٥٠٥٢٩٩ده تجارت و قانون ، تلفن کدانش ازTIMRرا در دانشگاه دانشجويي دكت(ليلا افشاري خانم 
 
 50105299 )3 16+(ده تجارت و قانون ، کدانش ازTIMRدر دانشگاه ممتاز( استاد  nosbiG luaPدكتر 
 )ua.ude.timr@nosbig.luap
 
 ,31125299 )3 16+(ده تجارت و قانون ،کدانش ازTIMRدر دانشگاه پرفسوردستيار ylahtuM aviSپرفسور 
 )ua.ude.timr@ylahtum.avis
 
 شركت كننده محترم،
 
اجرا ميشود شركت نمايد. اين برگه اطلاعات كلي  TIMRشما دعوت شده ايد در يك پروژه تحقيقاتي كه توسط دانشگاه 
 قبل تصميم گيري در مورد شركت در اين پروژهه براي شما فراهم مي كند. لطفا پروژه تحقيقاتي را به يك زبان ساداز 
ماس حققان اين پروژه تيد. لطفا با مه ابرگه را با دقت بخوانيد و مطمئن بشويد كه محتواي آنرا بطور كامل متوجه شد اين
 هرگونه سوالي داريد.بگيريم اگر
 
ده تجارت و قانون بعنوان بخشي از کدانشاز TIMRتوسط خانم ليلا افشاري، دانشجويي دكترا در دانشگاه  اين تحقيقات
استاد ناظر دوم  ylahtuM aviSاستاد ناظر اول و پرفسور  nosbiG luaPپروژه دكتراي ايشان، اجرا مي شود. دكتر 
 تاييد شده است. TIMRانساني دانشگاه  اين پروژه دكترا هستند. اين پروژه توسط كميته اخلاقهاي تحقيقات
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را بررسي كند. سوال اصلي و  هدف از اين تحقيقات اين است كه نقش رهبري سازمان در توسعه تعهد سازماني افراد
 انياين است كه: "چه مفاهيم جديدي از تعهد سازماني توسط اين تحقيق كه تمامي ابعاد روابط بين جاذبه روح صلیا
؟" فراهم ساخته ته استتعهد و دستاوردهاي كارمندان را بررسي ميكند  پروفايلهایياز رضايت، ، نسازمان رهبري
ها به رهبران سازمان که دستيافته هاي اين تحقيق به بهتر شاختن پروسه هاي تعهد سازماني كمك خواهد نمود. بدين روال
 .کمک شود ها بشوددر تطابق روش رهبريشان بطوريكه منتهي به سود سازمان و كارمندان آن
 
. اين پرسشنامه کردين پروژه را دريافت خواهند در سمتهاي مختلف در سه سازمان اين دعوتنامه به شركت در ا افراد
مي باشد. توضيحات در مورد تعيين امتياز در برگه پرسشنامه  یشامل سه بخش رهبري، خود اراده اي و خود تعهد
 فراهم خواهد شد.
 
 بشرح زير است: مثالهايي از سوالات
 اجرا مي شده است را دوباره بررسي كنيد؟ ميخواهد تا ايده اي كه تا كنونآيا مدير شما از شما  -
 با موفقيت تمام مي كنيد؟ما را تشويق مي كند وقتي كارآيا مدير ش -
 
 ه موجب نگراني شمااين پروژاگر شما نگراني درباره پاسخهاي خود به سوالات داريد يا اگر فكر ميكنيد كه شركت در 
با يكي از محققان اشاره شده در بالا تماس بگيريد. ما در مورد نگراني شما بطور محرمانه بحث ، لطفا ده استمي ش
 خواهيم كرد و اگر لازم باشد پيگيري لازم را پيشناد خواهيم داد.
 
فوايد مشاركت در اين تحقيق شامل يك درك بهتر از كليات پروسه توسعه تعهد سازماني و احتمالا يك درك بهتر از 
ميزان تعهد و انگيزه كاري در محل كار خود مي باشد. يك گزارش خلاصه رايگان الكترونيكي از يافته هاي اين تحقيق 
 ا خواهد بود.در صورت درخواست و در پايان پروژه قابل ارايه به شم
 
تمام اصلاعات و مشخصات شما در طول مراحل اين بررسي توسط محققان بصورت كاملا محرمانه و پنهان نگهداري 
و اعداد تبديل شده و در گزارش پاياني كه بصورت پاياننامه و مقالات  ها كد هشد. پاسخهاي شما و سازمانها بخواهد 
 شما در صورتي مشخص خواهد شد اگر:شخصی اطلاعات  ي خواهد بود ارائه خواهد شد.علم
 ) اين اطلاعات از رسيدن هر گونه ضرري به شما جلوگيري كند. ١
 ) دادگاه قانوني درخواست كند.٢
 ) شما بصورت كتبي رضايت بدهيد.٣
 
بل و فقط قا ی استداراي سيستم امنيت بالآي كه TIMRهمه داده ها الكترونيكي در سيسم شبكه كامپيوتري دانشگاه 
داده هاي مربوط به اين پروژه تحقيقاتي در  مهالا مي باشد ذخيره خواهد شد. هدسترس توسط محققان اشاره شده در ب
كامپيوتر كه قابل دسترسي با كلمه رمز عبور مي باشد ذخيره خواهد شد، و مدارك كاغذي اين تحقيق در محلهاي امن و 





بايگاني خواهد شد و سپس  TIMRاطلاعات تحقيق بصورت كاملا امن و بمدت پنج سال بعد از پايان پروژه در دانشگاه 
 از بين برده خواهد شد. 
 
توجه ركت نكنيد هيچ مشكلي ماين تحقيق ش مشاركت شما در اين تحقيق كاملا داوطلبانه است. اگر تصميم گرفتيد كه در
 . به عنوان مشاركت كننده در اين پروژه حقوق شما بشرح زير است:شدخواهد نشما 
 نماييد. علامود را از مصاحبه در هر زمان ا) شما مي توانيد انصراف خ١
 ه را بکنيد.) درخواست نسخه صداي ضبط شد٢
 را بکنيد.طلاعات غير استفاده شده در تحقيق) درخواست خارج كردن و از بين بردن همه ا٣
 که لازم باشد. ) پاسخگويي به سوالات شما در هر زمان٤
 
داريد مي توانيد با ليلا افشاري اگر شما هرگونه سوال يا درخواستي در مورد اين پروژه يا مشاركت در اين تحقيق 
 aviSيا پرفسور  nosbiG luaP 50105299 )3 16+(pua.ude.timr@nosbig.lua;يا دكتر  11505299 )3 16+(
 تماس بگيريد. .ua.ude.timr@ylahtum.avis ro 31125299 )3 16+(ylahtuM
 
 شما.با سپاس فراوان بابت توجه 
 
 ليلا افشاريnosbiG luaPylahtuM aviS
 


















احترام به مشاركت در  ود در اين پروژه لطفا به پروسه شكايات باخرت هر گونه شكايت درباره مشاركت در صو














Afshari, L. & Gibson, P, 2016 ‘How to increase organizational commitment through 
transactional leadership?  Leadership and Organization Development Journal, Vol. 37, 
No.4 
 
Afshari, L. & Gibson, P. 2015, ‘Development of organizational commitment and value 
internalization’, World Journal of Management, Vol. 6. No.2, pp. 187-198 
 
Afshari, L. & Gibson, P., 2015,‘In the development of willing commitment, not all forms of 
motivation are equal.’, Annual Tokyo Business Research Conference 15 - 16 December 
2014, Waseda University, Tokyo, Japan 
Afshari, L. & Gibson, P., 2015, ‘Why culture matters to leadership, motivation, and 
willing organizational commitment?, Proceeding of the 3rd International Conference 
on Management, Leadership and Governance – ICMLG 2015, At Auckland, New 
Zealand, PP. 17-26, Cited 1 
Presentations 
‘In the development of willing commitment, not all forms of motivation are equal.’ 
Presented at Annual Tokyo Business Research Conference 15 - 16 December 2014, 
Waseda University, Tokyo, Japan 
‘Why culture matters to leadership, motivation, and willing organizational 
commitment?’, Presented at the 3rd International Conference on Management, 
Leadership and Governance – ICMLG 2015, At Auckland, New Zealand 
Poster Session ‘Development of willing organizational commitment’, Presented at 3rd 
International Conference on Management, Leadership and Governance – ICMLG 
2015, At Auckland, New Zealand,  
 
